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Abstract
Stephens, David Allen. Ed.D. The University of Memphis, December 2015. An
ethnographic case study of the processes and procedures used by the Transition Steering
Committee to implement the report of the Transition Planning Commission to merge the
Memphis City Schools and Shelby County Schools. Major Professor: Reginald L. Green,
Ed.D.
The Memphis City Schools (MCS) and Shelby County Schools (SCS) completed
an historical merger July 1, 2013. Memphis City School system was a large urban school
district and the legacy Shelby County School system was a smaller, mainly suburban
school system. The Memphis City School Board surrendered their charter in December of
2010 starting the merger process. Guiding the merger process, the Tennessee Senate
approved Tennessee Public Chapter 1 on March 10, 2011 creating a 21-member
Transition Planning Commission (TPC). The TPC was charged with creating a transition
plan to submit to the Shelby County School Board for approval.
The superintendents of Memphis City Schools and Shelby County Schools
created a Transition Steering Committee (TSC) to operationalize the TPC merger plan.
This study investigated the processes and procedures used to merge the Memphis City
Schools and Shelby County Schools from the perspective of the members of the
Transition Steering Committee. This study examined the TSC’s implementation of the
merger plan and how they vetted and operationalized the Transition Planning
Commissions recommendations.
This ethnographic case study relied on interviews of members of the TSC, the
researchers notes, since the researcher was a member of the TSC, along with TSC
documentation. The findings discovered through this research were: A structure must be

vi

in place to guide the merger, leadership is critical at every phase of the process, culture
must be addressed if the two organizations are expected to work together effectively, an
appropriate amount of time is needed to merge two school districts. Merging two large
school districts requires a tremendous amount of time, energy and expertise by those
involved.
The historical significance of this merger warrants documentation of the processes
and procedures used to merge the two districts. The findings from this study offer
firsthand insight for educational leaders who are contemplating or involved in the merger
process.
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Chapter 1
Introduction
The Memphis City Schools and Shelby County Schools merged July 1, 2013
creating one of the 20 largest school systems in the country (Grossman, Puckett, &
Vaduganathan, 2014). Memphis City Schools was a large urban school district comprised
of 101,696 students and Shelby County Schools was a large, mainly suburban school
system of 45,050 students (Tennessee Department of Education, 2014). The merger
process was put into motion in December of 2010 when the Memphis City Schools’
Board of Education voted to surrender its charter. The Memphis City School’s charter
surrender was to prevent the Shelby County School system from being granted special
school district status. According to Tennessee state law, if a city system or special school
district relinquishes its charter, it is the responsibility of the county district to provide
educational services (Wesson, 2011). If granted special school district status, the Shelby
County School system would be able to freeze their boundaries and possibly have taxing
authority. The Memphis City Schools board perceived that Shelby County Schools’
attempt to obtain special school district status would have a negative impact on funding
for Memphis City Schools, due to the potential of the Shelby Board having taxing
authority (Redding, Menifield, & Santo, 2008). A study commissioned by the two school
districts revealed that if Shelby County Schools received special school district status,
this could negatively impact funding for the Memphis City Schools (Regional Economic
Development Center, 2008).
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The focus of school merger, in most instances, has examined cost savings and the
opportunity to improve educational opportunities for students (Donis-Keller, O’HaraMiklavic & Fairman, 2013). In looking at the issue of school merger, many times the
questions are: Does the merger save money? What is the impact on student achievement?
Does the merger create equity for all students? How do school mergers impact the
community? Recently there has been a push by many communities to look at school
consolidations as a cost savings measure as they explore this issue. The premise behind
these types of consolidations was to save money due to economies of scale (Russo,
2006).
In Tennessee, from 1960 thru 2011 there have been 17 school district
consolidations starting with Clarksville/Montgomery consolidation in 1963 and ending
with Memphis/Shelby in 2011 (Wesson, 2011). There are many reasons that school
districts in Tennessee have merged with the majority choosing to consolidate for cost
saving issues (Young & Green, 2005). The most recent merger that has taken place was
the merger of the Memphis City schools and Shelby County schools on July1, 2013. The
merger started a process leading to the consolidation of two districts into one larger
district. Tennessee Code Annotated states that if a special school district is abolished by a
majority vote of the citizens within the special school district, the administration of the
special school district is transferred to the county system (Wesson, 2012). This merger
differs significantly from traditional mergers due to the fact that the larger Memphis City
School system was a special school district and, according to Tennessee law, this was
actually a transfer of administration of the Memphis City Schools to Shelby County
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Schools. For purposes of this study the researcher will refer to the transfer of
administration of the Memphis City Schools to Shelby County Schools as a merger.
Guiding the merger process, the Tennessee Senate approved Tennessee Public
Chapter 1 on March 10, 2011 creating a 21-member Transition Planning Commission
(TPC). The TPC was charged with creating a transition plan to submit to the Shelby
County School Board for approval. Once the plan was developed it was submitted to
Tennessee’s Commissioner of Education for approval and the Shelby County Board of
Education for implementation.
In August 2012, a seven member Transition Steering Committee (TSC) was
developed by the two district’s Superintendents to implement the TPC plan and ensure
that every student in Shelby County received a quality education. The Superintendents of
Memphis City Schools and Shelby County Schools appointed the members of the
Transition Steering Committee. The TSC consisted of three representatives of Memphis
City Schools and four members of Shelby County Schools and they were charged with
operationalizing the TPC’s recommendations and merging the Memphis City School
system with the Shelby County School system.
This study investigated the processes and procedures used to merge the Memphis
City Schools and Shelby County Schools from the perspective of the members of the
Transition Steering Committee. The TSC undertook a 12-month process of implementing
the merger plan. Their goal was to vette and operationalize the Transition Planning
Commissions 172 recommendations (Appendix A) along with other district functions that
the TPC did not address.
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Background to the Study
To address the challenges of funding in public schools, many districts consider
merging to cut costs. The first question that educators must answer when considering any
change to the educational setting is, “What is the impact on student achievement?” In
looking at merging school districts, there is limited research available relative to
answering this question. According to Education Northwest (2012):
In our search, we found only two studies that looked at student outcomes of
consolidation; the other studies compared student outcomes of large districts with
small districts. The outcome studies we found compared graduation and dropout
rates with pre- and post-consolidation efforts—we found no studies that used
student achievement data. (p. 1)
Cox (2010) has taken a different position, “Pursuant to the economy of scale belief, larger
districts afford a more proficient relationship between per-pupil expenditure and
enrollment, resulting in increased comprehensive curriculum and more diversified,
specialized programs and services” (p.83).
Research that involves looking at school choice, graduation rates and school size
has been completed with the findings stating that there is a positive correlation between
smaller school districts and high school graduation (Green & Winters, 2002). Some
research indicates that economically disadvantaged students in smaller school districts
and schools perform better than economically disadvantaged students in larger school
districts (Education Northwest, 2012). If minority students struggle to attain a quality
public education and if the majority of large urban school districts and schools find it
challenging to achieve positive educational results for their students, the system may not
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be acting in the best interest of students by organizing public education systems in a
fashion that assigns high proportions of minority students to large schools within very
large school districts (Jewell, 1998). According to Duncombe and Ying (2010),
policymakers sometimes may confront a situation in which consolidation makes sense on
equity grounds but does not result in decreased costs from society's point of view.
School consolidation could also have an impact on real estate values in the areas
where consolidation is occurring (Education Northwest, 2012). Property values can
decrease on average of $3,000 dollars where schools have consolidated creating larger
schools. In very small school districts house values increase by 25% and this value goes
down as the district size increases (Duncombe & Yinger, 2010).
In looking at these factors as motivation for consolidation of school districts
around the country, what is the relationship to the merger of Memphis City Schools and
Shelby County Schools? Memphis City Schools and Shelby County schools completed
the largest school district merger in American history (Zubrzycki, 2013). Memphis City
Schools was a large urban school district comprised of 101,696 students and Shelby
County Schools was a large mainly suburban school system of 45,050 students
(Tennessee Department of Education, 2012). The merger created a school district of
149,928 students according to the Tennessee Department of Education (TDOE) 20132014 report card (Tennessee Department of Education, 2014), establishing one of the
larger school systems in the United States. School system consolidation creates a myriad
of complex issues that must be addressed for the merger to be successful. With the size
and complexity of the two systems involved in the merger, educators can learn many
lessons concerning school system consolidations. The implications of this historic merger
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will define the Memphis metropolitan community for many years and significantly
impact student learning for the next generation.
In reviewing the literature of school consolidation there is ample information that
can be used in making decisions as it relates to the combining of school districts.
Building on the available research on school consolidation would benefit other school
systems as they explore the possibilities of merging. The historical significance of this
merger warrants documentation of the processes and procedures used to merge the two
districts. The findings from this study offer firsthand insight for educational leaders who
are contemplating or are involved in the merger process.
Statement of the Problem
The complexities involved in combining two large school systems are issues that
have not been considered by most educators. The task of creating one of the larger school
districts in the United States is one that required effort and time by all participants. The
historical significance of this event and the implications to the educational community
were profound and should be studied to provide information to other school districts in
regard to school consolidation. Additionally, the processes and procedures to merge
school districts of this scale have never been defined.
This study is an examination of the processes and procedures used by the
Transition Steering Committee (TSC) to merge the Memphis City School District and the
Shelby County School District. The recommendations made by the Transition Planning
Commission (TPC) and the implementation of these recommendations by the TSC can
influence the teaching and learning process in the merged school district both positively
or negatively. If the administration is knowledgeable of the processes and procedures
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used to merge the two districts, this could influence other districts that are facing the task
of merging school systems. The study examined the processes and procedures used by the
TSC to merge the two school systems from the perspective of the members of the TSC.
The purpose of this ethnographic case study was to describe the TSC’s processes
and procedures implemented to merge the Memphis City Schools with the Shelby County
Schools from August 2012 until July 2013. Personal reflections, interviews of TSC
members, personal notes, and TSC documents were used to describe the processes and
procedures that were used to merge the two school systems. The processes and
procedures used to merge the two districts were the focus of this study.
Significance of the Study
The historical impact of the merger between Memphis City Schools and Shelby
County Schools makes this study significant. The implications of this merger were farreaching, creating learning opportunities for other districts that may be contemplating
school merger. Analysis of the interactions and experiences of the TSC members
provided valuable information regarding the processes and procedures that could be
implemented to merge school districts. The lessons learned could benefit all facets of the
school districts operation. In addition, findings from this study provided useful insight
into the practice of merging school districts. This documentation of the merger processes
and procedures can contribute to future methods used by school districts that are
undergoing or considering merging two or more school districts. Finally, a significant
contribution was made to the educational literature regarding school merger.
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Research Questions
The following research questions guided this study:
! What%processes%and%procedures%did%the%Transition%Steering%Committee%(TSC)%use%%
to implement the Transition Planning Commission (TPC) recommendations for the
merger of the Memphis City Schools and the Shelby County Schools?
! What were the lessons learned by the TSC members relative to merging two large
school districts?%
! Which factors, if any, did the TSC members perceive as being most influential?%
! Which%factors,%if%any,%did%the%TSC%members%perceive%as%being%least%influential?%
! What%themes%did%the%data%analysis%reveal?%
Definition of Terms
To ensure clarification to the readers of this study, it is important to establish
definitions of terms in this study. The following terms are operationally defined as they
are used in this study.
Economically Disadvantaged: Someone who comes from a family with an annual income
below a level based on low-income thresholds according to family size which is
published by the U.S. Bureau of the Census and adjusted annually for changes in the
Consumer Price Index (differentiating characteristics) (Medical College of Wisconsin,
2012).
Initiative Lead: An appointed role by an Initiative Owner to lead a specific, assigned set
of actions and tasks. The Initiative Lead was responsible for carrying out the ownerassigned tasks and facilitating the cross-district staff Working Groups necessary to
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support and ensure successful task implementation (Shelby County Board of Education
Transition Steering Committee, 2012).
Initiative Owner: Member of the TSC who was accountable for driving the
implementation of specific assigned set of actions and tasks (Shelby County Board of
Education Transition Steering Committee, 2012).
Internal Board Operations (IBO): District committee to address policy issues. The
committee consisted of board members and district staff and their goal was to harmonize
the policy manuals of the two districts (Shelby County Board of Education Transition
Steering Committee, 2012).
Merger Process: The Transition Planning Commission had three phases to the merger
process. Phase I was a fact finding phase (October 2011 – March 2012), Phase II was the
plan development phase (April 2012 – August 2012) and Phase III was the
implementation phase (September 2012 – August 2013). The commission developed
committees that included the following: Administrative structure and governance,
educational services, communications/community engagement, finance, human
resources/personnel, logistics, assessment, and executive committees to help form the
work. Boston Consulting Group was awarded a consulting contract and played a major
role in this process (Shelby County Tennessee Government, 2012).
Open Social System: Schools constantly interact with their surroundings and must
structure themselves to deal with the external forces that impact them (Lunenburg, 2010).
School Merger: The practice of combining two or more schools for educational or
economic benefits (Nelson, 1984).
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Tennessee Public Chapter One: (1) Notwithstanding the provisions of subsection (a) or
any other law to the contrary, if the proposed transfer of the administration of the schools
in the special school district to the county board of education would result in an increase
in student enrollment within the county school system of one hundred percent (100%) or
more, and if a majority of the voters who cast votes in the referendum vote in favor of the
transfer; then a comprehensive transition plan shall be developed, and the transfer shall
take effect at the beginning of the third, full school year immediately following
certification of the election results. (2) The comprehensive transition plan shall be
developed by a transition planning commission. The transition plan shall consider and
provide for each of the matters set forth in § 49-2-1201(i) and § 49-2-1204. Prior to its
implementation, the transition plan shall be submitted to the department of education for
review and comments. The transition planning commission shall consist of 21 members,
as follows: (a) The county mayor, the chair of the county board of education and the chair
of the board of education of the special school district shall serve as ex officio members
of the commission; (b) The county mayor, the chair of the county board of education and
the chair of the board of education of the special school district shall each appoint five
competent citizens to serve as members of the transition planning commission; and (c)
The governor, the speaker of the senate and the speaker of the house of representatives
shall jointly appoint three competent citizens to also serve as members of the transition
commission. (3) From and after the effective date of the transfer of the administration of
the schools in the special school district to the county board of education, the restrictions
imposed on the creation of municipal school districts, in § 6-58-112(b), and special
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school districts, in § 49-2-501 (b)(3) shall no longer apply in such county (Tennessee
Public Chapter 1, 2011).
Teaching and Learning: Teaching can be thought of as the purposeful direction and
management of the learning process. Teaching is not giving knowledge or skills to
students; teaching is the process of providing opportunities for students to produce
relatively permanent change through the engagement in experiences provided by the
teacher. Learning can be defined as the relatively permanent change in an individual’s
behavior of behavior potential (or capability) as a result of experience or practice
(Teaching Learning Process, 2012).
Transition Advisory Council (TAC): Comprised of members of the Shelby County Board
of Education (SCBE), the TPC, and other internal or external stakeholders as deemed
appropriate by the SCBE. The Transition Advisory Council’s role was to advise the
transition process and facilitate communications among the board, staff, and community
(Shelby County Board of Education Transition Steering Committee, 2012).
Transition Planning Commission (TPC): The charge of the Commission is to develop a
comprehensive transition plan to guide the consolidation of the Shelby County School
System with the Memphis City School System (created pursuant to Tenn. Code Ann. 492-502(b) effective October 1, 2011----Norris-Todd and court orders entered by U.S.
District Judge Samuel H. Mays, Jr. USDC 11-2110). Comprising the 21-member
commission with terms expiring on September 1, 2013 or earlier are: Five citizen
members appointed by the county mayor, five citizen members appointed by the chair of
the county board of education, and five citizen members appointed by the chair of the city
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board of education. Three competent citizens appointed by the Governor, Lieutenant
Governor, and Speaker of the House. (Shelby County Tennessee Government, 2012).
Transition Steering Committee (TSC): Committee set up by the two school districts
appointed by the two superintendents of Memphis City Schools and Shelby County
Schools to operationalize and implement the TPC plan (Shelby County Board of
Education Transition Steering Committee, 2012).
Transfer of Administration: Special school districts can be abolished and their students
transferred to the local county school district after a majority vote in favor of such action
by citizens within the special school district (Wesson, 2012)
Working Groups: Appointed by the Initiative Owner and/or Lead to implement specific,
assigned set of actions and tasks. Working Groups were derived from both MCS and SCS
district staff and worked in concert with the Initiative Lead(s) (Shelby County Board of
Education Transition Steering Committee, 2012).
Theoretical Framework
Merging a large urban school district with a large mainly suburban school system
with many differences could create many obstacles for the new district. This study used
Open Social Systems Theory as the theoretical lens of this study. Open Social Systems
Theory contends that schools constantly interact with their surroundings and must be
structured to deal with the external forces that impact the schools (Lunenburg, 2010).
Green (2010) suggested that we must look at the current conditions versus the
status quo, how the driving force overcomes the resisting force. The complexity of the
merger, the creation of municipal school districts, and the urban vs. suburban divide were
all forces that merger had to overcome. The transition plan, outlining how the new district
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would operate, was developed by the Transition Planning Commission and implemented
by the Transition Steering Committee and was influenced by many internal and external
forces. Administrative structure and governance, educational services, finance, human
resources/personnel, and culture and climate are all areas that were influenced by internal
and external forces. These external forces included the legal mandate that was placed on
the district to merge, the political influences that surrounded the merger, the philanthropic
communities influence, and the cultural differences of the two districts that were
merging. The Transition Steering Committee was tasked with creating a new district
while navigating these external and internal forces that shaped the merger process. The
challenge was to ensure that these influences on the new merged district would benefit all
students of Memphis and Shelby County.
Limitations of the Study
This study was based on data collected from August 2012 to August 2013 and
interviews with members of the TSC during the fall of 2014. There are limitations and
delimitations to this study. The study was limited to the responses of the TSC members
who participated in the interviews for this study. Additionally, the study was limited to
the accuracy of the respondents’ answers. The study was delimited because it focused on
certain aspects and not all aspects of school merger. The focus was on the TPC’s
processes and procedures used to merge the two school districts. The study employed
qualitative research methods and did not utilize any quantitative measures.
Organization of the Study
Chapter 1 is the introduction to the study. This chapter includes the introduction
of the problem, research questions, significance of the study, limitations, definition of
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terms, theoretical framework, and organization of the study. The chapter concludes with a
summary focusing on the main points of the chapter.
Chapter 2 contains the relevant literature regarding school merger that is
available. This review includes the relevant mergers that have taken place in Tennessee
and the historical data that are available regarding the merger of the Memphis City
Schools and Shelby County Schools. Also included in the review is the theoretical lens
through which the study is examined and the application of the theoretical framework to
the merger of the two school districts. Additionally, an overview of the Transition
Steering Committee’s process used to merge the two school systems is provided.
Chapter 3 of this study describes the methodology used by the researcher.
Literature regarding qualitative research methods, ethnography and case study, and how
the data were collected and analyzed were reviewed.
Chapter 4 reveals the findings of the study including the data that were collected
through the interview process of the TSC members and artifacts that consisted of the
researchers notes and over 300 TSC documents that were collected over a 12-month
period. The TSC documentation included TSC meeting agendas/meeting minutes,
numerous presentations, TPC recommendation timeline, draft policies, external support
information, organizational charts, budget documents, task timelines, calendars, district
communications regarding the TSC’s work, Working Groups reports, the TSC responses
to TPC recommendations, Board of Education presentations, documents, and
summarized and analyzed meeting minutes and agendas. The findings are presented by
providing a detailed description of the purpose, processes, and procedures used by the
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Transition Steering Committee to merge the Memphis City Schools and the Shelby
County Schools.
Chapter 5 contains the conclusions from the study as well as the implications and
recommendations. This research will provide a significant contribution to the body of
literature regarding school merger in the United States. It will also provide opportunities
for further research on the merger of the two school systems.
Summary
School merger has been implemented in many school districts across the country
but the research that is available on school merger tends to focus on the economic impact
of consolidation. Memphis City and Shelby County Schools completed the largest school
merger in U.S. history (Dillon, 2011) and, due to the historical nature of this
consolidation, an opportunity has been provided to examine the process to gain further
insight. The study findings reported here will examine the processes and procedures used
by the TSC to implement the TPC’s plan to merge the Memphis City Schools and Shelby
County Schools. The complexity of the task the TSC was charged with will be examined
through the Open Social Systems theoretical framework.
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Chapter 2
Review of Literature
Introduction
In this chapter the researcher will describe the theoretical framework for the
study, background to school district mergers, the events that led to the merger of the
Memphis City Schools and Shelby County Schools, and the process and procedures used
by the Transition Steering Committee (TSC) to merge the two school systems.
Theoretical Framework
Open social systems theory is the theoretical lens that will be used this study.
Open social systems theory contends that schools constantly interact with their
surroundings and must be structured to deal with the external forces that impact the
schools (Lunenburg, 2010). Open social systems theory is based on open systems theory
that refers simply to the concept that organizations are strongly influenced by their
environment (Bastedo, 2004). According to Bastedo (2004):
Virtually all-modern theories of organization utilize the open systems perspective.
As a result, open systems theories come in many flavors. For example,
contingency theorists argue that organizations are organized in ways that best fit
the environment in which they are embedded. Institutional theorists see
organizations as a means by which the societal values and beliefs are embedded in
organizational structure and expressed in organizational change. Resource
dependency theorists see the organization as adapting to the environment as
dictated by its resource providers. Although there is a great variety in the
perspectives provided by open systems theories, they share the perspective that an
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organization’s survival is dependent upon its relationship with the environment.
Treating schools as if they are independent of their environment would lead to
wide misperceptions of the driving factors behind organizational change. (p.1)
The transition plan that was developed by the Transition Planning Commission
(TPC) and implemented by the TSC on how the new district would operate was
dependent on the committee’s relationship with the environment. There were many
external and internal forces in effect during the work of the TSC. Administrative structure
and governance, educational services, finance, human resources/personnel, and culture
and climate are all areas that were influenced by internal and external forces. These
external forces included the legal mandate that was placed on the district to merge, the
political influences that surrounded the merger, the influence of the philanthropic
communities who funded consultants to assist in the merger process, and the cultural
differences of the two districts that were merging. The Transition Steering Committee
was tasked with creating a new district while navigating these external and internal forces
that shaped the merger process. The challenge was to ensure that these influences on the
new merged district benefited all students of Memphis and Shelby County.
School District Merger
School district merger is a controversial topic in education today and, in most
cases is implemented to create efficiencies for states looking at ways to reduce budgets
(Cox & Cox, 2010). In recent years there has been a push to consolidate rural school
districts as a cost savings proposition. Research notes that if you double the size of a
small rural district you can cut administrative cost by 40% (Russo, 2006). This has
caused a divide in the smaller rural communities which pits them against state agencies
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that are looking for ways to cut spending (Cronin, 2010). In larger urban districts
education inequity is compounded by budget reductions and economic hardship (Canon,
2011). Tennessee has experienced 17 school district mergers from 1960 to 2011 and
many of these were the result of municipal systems merging with county systems
(Wesson, 2011).
The latest merger in Tennessee was between Memphis City and Shelby County
schools. Because Memphis City School board members were concerned that if Shelby
County Schools were granted special school district status it would create financial
instability for the district (Samuels, 2011), on December 20, 2011 the Memphis City
School Board voted to surrender its charter putting into motion the merger of the two
systems. This merger would create one of the larger school system in the country. This
study reviews the literature of school consolidation and looks at the available literature on
the Memphis City Schools and Shelby County Schools merger.
The national school merger movement. School district merger has been a
national movement over the past 70 years. To address the challenges of funding in
public schools many districts look at merging to cut costs with smaller districts merging
with larger districts to create economies of scale (Duncombe & Yinger, 2010). School
district size has been an on-going debate for many years. According to Boser (2013),
“efforts to reform small school districts had their start in the early 19th century, when
education was highly localized and towns and cities were the major providers and funders
of public schools” (p. 5). As one might expect, schools and school districts have been
growing due to population explosions; yet, ironically, the number of schools and
school districts historically have been decreasing (AIMS, 2004). The movement of
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creating larger public schools and school districts started at the turn of the 20th Century.
In 1932, after many years of school consolidation, the United States had 127,531 school
districts. During the 1970s that number dropped below 20,000 with a total of 14,559
school districts in the United States during the 2001-2002 school year (Coulson, 2007). In
the 2006-2007 school year the number had dropped to 13,862 a decline of 88% from the
1939-1940 school year. Consolidation has slowed recently but each year school districts
consolidate in most states (Duncombe & Yinger, 2010). School districts in the United
States range in enrollment from just a few students to more than a million. Their borders
may or may not follow the boundary lines of cities or towns. In looking at the 100 largest
school districts in the United States, countywide systems are the most prevalent type
(Kennedy, 2010). According to AIMS (2004):
Perhaps the most significant reason for school consolidation is the increased
‘economy of scale.’ The rationale behind ‘economy of scale’ is the notion that
school districts may decrease their production costs by increasing the size and
administrative operation of their facilities. That is, as school districts seek to
economize their operations, they shed themselves of surplus facilities and merge
other functions into larger facilities. (p.1)
Tennessee mergers. In Tennessee, from 1960 thru 2011, there have been 17
school district mergers (Table 1) starting with Clarksville/Montgomery County
consolidation in 1964 and ending with Memphis/Shelby County in 2011 (Wesson, 2012).
In looking at Tennessee school district merger, most have taken place with the smaller
city district merging into the larger county district. Over the past 50 years Tennessee has
had many changes to state law creating the need for mergers to take place to meet the
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new statute (Wesson, 2012). The following table shows the Tennessee school mergers
that have take place from 1960 until 2011 the year MCS and SCS merged.
Table 1
Tennessee School Mergers from 1960 to 2011
Year of
Referendum

Year
Effective

Dissolving
District

Receiving
District

1963

1964

Clarksville

Montgomery

1962

1964

Nashville

Davidson

1968

1969

Shelbyville

Bedford

---

1969

McMinnville

Warren

---

1970-71

Brownsville Special

Haywood

1969

1970-71

Sparta

White

---

1980-81

Watertown

Wilson Special

1981*

1981-82

Atwood Special
Trezevant Special

West Carroll Special

1981*

1981-82

Gibson County

Gibson County
Special

*

1983-84

Crockett Mills Special
Friendship Special
Gadsden Special

West Carroll Special

n/a

1985-86

Morristown

Hamblen

1986

1987-88

Knoxville

Knox

1989

1990-91

Jackson

Madison
(Table 1 continues)
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(Table 1 continued)
Year of
Referendum

Year
Effective

Dissolving
District

Receiving
District

1994

1997-98

Chattanooga

Hamilton

2000

2003-04

Covington

Tipton

2001

2003-04

Harriman

Roane

2011

2013-14

Memphis

Shelby

--- Indicates date could not be determined
*TCA 49-2-501 (b) (4) limits the total number of districts in a county to either three or
six depending on the population of the county. The process for consolidation to meet the
county limit under this law does not specifically require a public referendum and was
only applicable from April 1982 through July 1983.
Source: Tennessee School District Consolidations Since 1960 (Wesson, 2012)
There are two paths that allow Tennessee schools to merge: elimination of special
school districts, resulting in the transfer of students to the local county district and
consolidation of all districts within a county to create a unified county district by way of a
planning commission (Wesson, 2012). According to Wesson (2002):
The first path is reflected in at least two efforts by the legislature to reduce the
number of special school districts throughout the state. In 1925, the legislature
abolished all special school districts and in 1982, abolished special school districts
that were not operating schools or did not have outstanding debt. Further, the
legislature prohibited any new special school districts from being created and
limited the counties to a maximum of three to six school districts of any kind
(special, municipal, or county) depending on the county population. The legislature
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has not passed legislation to abolish municipal school districts but did prohibit
cities from creating new municipal districts after 1998. The second path is the
result of the more complex procedures in state statute for a mutually agreed upon
consolidation of municipal and/or special districts with the local county system
under the guidance of a planning commission convened under specific state
guidelines. (p.1)
Laws for these two paths are found in different state statutes and give different
procedures for districts to carry out (Wesson, 2012). When the Memphis City School
system surrendered their charter this brought attention to some inconsistencies of the two
sets of laws controlling changes of school governance since Memphis City Schools was a
special school district, not a municipal district (Wesson, 2012). The Memphis City
Schools designation of being a special school district created a special set of issues that
had to be worked out through the legislative process and court proceedings.
There are many reasons that school districts in Tennessee have merged with the
majority choosing to consolidate for cost saving issues. In 1981 the Gibson County
School system in Tennessee ceased to function as a special school district and their
students were assigned to other districts in the county. In 1985 Morristown, Tennessee
voters rejected a referendum on school consolidation causing city officials to contract
with Hamblin County to operate the school system causing a de facto consolidation. In 12
cases municipal systems merged with county school systems and in one case two
municipal systems merged to form a special school district (Young & Green, 2005).
According to AIMS (2004):
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In Tennessee, consolidation is frequently promoted as a means of achieving
intro-county equality of school expenditures. Other proponents claim that
consolidation will save money by eliminating duplicative school
administrative costs and by achieving a larger economy of scale whereby
more students can be educated at a lower unit cost. Advocates favoring
consolidation also tout as additional benefits the provision of greater
educational opportunity to the rural schoolchild and the equalization of
existing pay disparities among teachers working in different districts
within the same county. (p.2)
There are many consolidation issues, both pro and con, that must be considered by
the school systems considering a merger. The merger issue is a complicated
undertaking and public policy is improved when the citizens and elected officials
make informed decisions.
Events Leading to the Merger of Memphis City Schools and Shelby County Schools
The newest chapter in school consolidation in Tennessee is the historic
consolidation between Memphis City and Shelby County Schools (ASU, 2011). On
December 20, 2010 the Memphis City School Board voted to surrender its charter to the
Shelby County School district, creating the 17th largest school system in the United States
(Zubrzycki, 2013). The reasons for the Memphis City School district to relinquish its
charter can be traced to three possible issues: Memphis City Council withholding of
education funds to the school system, failure to develop a single source funding plan for
the city and county school systems, and Shelby County Schools desire to be granted
special school district status.
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City of Memphis withholding education funds. Memphis City Schools
presented a budget to the City of Memphis in April of 2008 requesting $93,532,00 for
their operating budget and the City of Memphis approved $27,270,400 for the school
system (State ex rel. Bd. of Educ. v. City of Memphis, 2010). In June 2008, the Memphis
City Board of Education filled a lawsuit in Chancery Court of Shelby County asserting
the City’s reduction in school funding violated the states Basic Education Program (BEP)
and anti-supplanting statute (State ex rel. Bd. of Educ. v. City of Memphis, 2010). The
Tennessee Court of Appeals upheld the lower court’s ruling in favor of the Memphis City
Schools October 14, 2009 (State ex rel. Bd. of Educ. v. City of Memphis, 2010). The loss
of funding from the City of Memphis had a tremendous impact on the Memphis City
Schools budget and the funding issue between the Memphis City Schools and City of
Memphis continued until January of 2015. Finally, the Shelby County School Board
approved a settlement agreement with the City of Memphis at their January 27 board
meeting (Shelby County Board of Education, 2014).
Single source funding. In 2009 the Shelby County Commission explored the idea
of single source funding (Dries, 2009). There were two plans proposed regarding single
source funding. Plan A would allow the General Assembly to levy one countywide
education tax (Shelby County Schools, 2009). Plan B would give the funding authority
for both Memphis City Schools and Shelby County Schools to the Shelby County
Commission (Connolly, 2009). The Shelby County Commission approved Plan B while
the Shelby County School Board maintained that under Plan B county taxes would
increase without any additional funding to their schools (Garlington, 2009). Shelby
County School Board was in favor of Plan A allowing the General Assembly to set the
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tax rate (Garlington, 2009). The Shelby County Commission favored Plan B allowing the
commission to set the tax rate for both districts (Dries, 2009). There was no agreement
reached on single source funding and Shelby County Schools moved toward becoming a
special school district. Special school district status would have frozen the boundaries of
both districts and provided the possibility of the Shelby County School Board to have
taxing authority (Redding et al., 2008). Memphis City Schools felt that if Shelby County
Schools received special school district status this would negatively impact their funding
(Cannon, 2011). Therefore, Memphis City Schools surrendered their charter as a
preemptive strike to prevent Shelby County Schools from receiving special school district
status (Fine, 2011).
In response to the Memphis City School Board’s decision to surrender its charter,
Senator Mark Norris introduced SB 25 known as Public Chapter No. 1. The senate
approved Tennessee Public Chapter No. 1 on February 10, 2011 and the governor signed
it on March 11, 2011, creating a 21-member planning commission to guide the transfer of
administration. Also in the bill was a provision that after the two districts merged in July
of 2013 the moratorium on special school districts and municipal school districts would
be lifted (Tennessee Public Chapter No. 1, 2011).
Special school district status. The decision by Memphis City Schools (MCS) to
surrender its charter was a way to pre-empt the efforts of Shelby County Schools (SCS)
to receive special school district status, which would (a) freeze existing school
boundaries and (b) allow SCS to create its own taxing authority. The MCS Board saw
this move as potentially harmful (Samuels, 2011). Under Tennessee law, school districts
are the responsibility of the county (Wesson, 2012). In the 1800s the citizens of Memphis
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petitioned to create a special school district, thereby forming the Memphis City School
system. A part of Shelby County, Memphis City Schools became separate from the
County system (Wesson, 2012). The University of Memphis was commissioned to
complete a study on the impact of special school district status on Memphis and Shelby
County that was completed May of 2008. The purpose of the report was to provide
officials of MCS and SCS with an evaluation of the fiscal impacts and growth
implications of creating a “special school district” in Shelby County (Redding et al.,
2008). According to Redding et al. (2008):
The Shelby County School Board has proposed that a “special school district” be
created to replace the current Shelby County School System. This action would
require two legislative actions: 1) the Tennessee General Assembly would pass
general legislation authorizing local jurisdictions to create special school districts;
and, 2) the general assembly, with concurrence of the Shelby County delegation,
would pass a private act creating the Shelby County Special School District, which
would have a fixed permanent boundary and the ability to impose a property tax to
either enhance existing County revenues or fund most of its operating and capital
budgets. (p. 1)
A report on the effects of Shelby County Schools being granted special school district
status was determined by the MCS School Board to negatively impact the city schools
funding (Cannon, 2011).
The reasons for the merger of the two systems can be traced back to these three
issues: (a) Memphis City Council withholding of education funds to the school system,
(b) failure to develop a single source funding plan for the city and county school systems,
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and (c) Shelby County Schools desire to being granted special school district status. The
loss of funding with the perceived loss of more funding by some on the MCS School
Board led to the merger of the two systems.
Charter Surrender
On March 8, 2011 the citizens of Memphis voted to surrender the Memphis City
Schools Charter placing the responsibility of educating the students of the city on the
Shelby County Schools (Herbert, 2011). The Shelby County School Board unanimously
opposed merging with Memphis schools and filled a lawsuit in federal district court in an
attempt stop the consolidation (ASU, 2011). According to Herbert (2011):
The merger with Shelby County schools has been filled with controversy, and
neither district has supported it outwardly. Not only will the merger produce a
single-source funding mechanism but also it will become the 16th largest school
district in the country. While 67 percent of voters from the city of Memphis
approved the measure to merge the schools, the turnout was low, with a mere 17
percent of registered voters coming out to the ballot box after a highly politicized
campaign leading up to the vote. MCS represents 70 percent of the county, with
roughly 110,000 students, 87 percent of who receive free or reduced-price
lunches. State report cards typically label the district with a D or F. Shelby
County schools, conversely, has 48,000 students and, for the last five years, has
earned an A from the state. (p. 1)
The Shelby County Schools system filled a lawsuit in February of 2011 to challenge the
“so-called second track” to consolidation where the Shelby County Commission was
preparing to appoint a 23-member school board by the end of March 2011 as a quicker
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way to merge the two school districts. The City of Memphis and the Memphis City
Schools were among the codefendants in the lawsuit (Dries, 2011).
In August 2011, Judge Samuel “Hardy” Mays ruled that the Memphis City
Schools decision to drop its charter, placing the responsibility of educating all the
children of the county on Shelby County Schools, was valid. Judge Mays wrote, "The
Memphis City Schools has been abolished for all purposes except the winding down of
its operations and the transfer of administration to the Shelby County Board of
Education" (ASU, 2011). After months of debate and nearly 1 million dollars in legal
fees all parties reached a settlement with a 23-member unified school board to be seated
October 1, 2011 (McMillian, 2011).
According to the memorandum of understanding, which was agreed upon by all
parties in the lawsuit, the two school boards will remain intact as well as the County
Commission naming seven new members representing all of Shelby County creating a
23-member Shelby County Board of Education (Memorandum of Understanding, 2011).
The Shelby County Commission appointed seven new members to the Shelby County
School Board whose terms began October 1, 2011. They joined the nine members of the
Memphis City School Board and the seven members of the Shelby County School board.
The board had the ultimate authority and responsibility for adopting transition plans that
the state had charged a 21-person transition commission with creating (Memorandum of
Understanding, 2011). The board oversaw the continued administration and operation of
MCS and the suburban SCS. The seven appointed seats were subject to election in
August 2012, but the MCS and SCS board members would not face election and their
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terms would end after the merger became complete at the beginning of the 2013-14
school year (Memorandum of Understanding, 2011).
Transition Planning Commission
A 21-member Transition Planning Commission (TPC) was appointed to oversee
the merger of the two systems in accordance with legislation approved by the Tennessee
Legislature in 2011. According to the State of Tennessee Public Chapter No. 1 (2011):
The transition planning commission shall consist of twenty-one (21) members as
follows: (A) The county mayor, the chair of the county board of education and
the chair of special school district shall serve as ex officio members of the
commission; (B) The county mayor , the chair of the county board of education
and the chair of special school districts shall each appoint five (5) competent
citizens to serve as members of the transition planning commission; and (C) The
governor, the speaker of the senate, and the speaker of the house of
representatives shall jointly appoint three (3) competent citizens to serve to the
transition commission. (p. 1)
Transition Planning Commission members were as follows: Joyce Avery, former
interim Shelby County Mayor and Shelby County Commissioner; Jim Boyd, Executive
Director of the Pyramid Peak Foundation; Kenya Bradshaw, Executive Director of Stand
for Children, a nonprofit education reform group; Staley Cates, Southern Assets
Management President; Dr. Reginald Green, Professor of Educational Leadership at the
University of Memphis; Tommy Hart, former Shelby County Commissioner; Richard
Holden, retired Shelby County Schools Chief of Operations; Ricky Jeans, Shelby County
Schools parent and Insurance Executive; Dr. Fred Johnson, retired Shelby County
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Schools administrator and interim superintendent; Martavius Jones, former Memphis City
Schools Board President; Daniel Kiel, University of Memphis Law School Professor;
Mayor Mark H. Luttrell, Jr., Shelby County Mayor; Mayor Keith McDonald, Mayor of
Bartlett, TN; Louis Padgett III, Principal Northhaven Elementary School; David Pickler,
former Shelby County Schools Board Chairman; Dr. Barbara Prescott, former President
of Tennessee School Boards Association; Christina P. Richards, Executive Vice President
and General Counsel, FedEx Corporation; Barbara Rosenborough, Interim Associate
Vice President at Southwest Tennessee Community College; Dr. John Smarrelli,
Christian Brothers University President; Larry Spiller, Owner/Operator Home Pest
Control of Bartlett; and Katie Stanton, former Tennessee Education Association and
Shelby County Education Association President. The Transition Planning Commission
held its first meeting September 29, 2011 and was charged with developing the plan for
the new district (Dries, 2011). The TPC plan was to serve as a blueprint to merge the two
school systems and provided guidance over academics, student support, district
organization, finances, personnel, and operations for the merged Shelby County Schools
(Transition Planning Commission, 2012).
The TPC hired Boston Consulting Group (BCG) for 1.7 million dollars, funded by
local philanthropists, to oversee the transition (Shelby County Government, 2011).
According to the Shelby County government site (2011), “the Transition Planning
Commission selected BCG after a month-long search process. The Ad Hoc Committee
recommended the hiring of BCG on Nov. 10, 2011” (p.1). The TPC leveraged BCG and
the staffs of both districts to review the educational services, assessment, administrative
structure, finance, human resources, and logistics of both districts and examined best
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practices from other school systems from around the country (Shelby County
Government, 2011).
The goal of the transition plan according to the TPC Plan (2012) is as follows:
In addition to fulfilling the legal requirements outlined by statue and court order,
the TPC adopted broader vision for the goal of the transition plan. The TPC’s goal
is to create a plan for a world-class school system that provides an excellent
education for all students of Shelby County. Is led by an administrative structure
that will serve the breadth of students and schools in the merged district. Has a
human capital model that will attract and retain strong leadership, teaching and
non-teaching talent to Shelby County. Identifies areas of efficiencies and
opportunities to fuel greater academic investments and ensure the fiscal viability of
the merged district. Promotes collaboration with the merged SCS and between the
district and other stakeholders in our community. Actively invites input from the
community and uses that input to shape policies and decisions. The Transition plan
is designed to serve as strategic guidance and a blueprint for the Shelby County
Board of Education and merged SCS leadership to guide the full transition. The
plan provides guidance on all the core components – academics, organization,
finances, and operations, for merged SCS. It is not meant to replace the work of the
Shelby County School Board or the leadership of the superintended during the full
transition process. (p. 9)
The TPC met weekly and the committees met weekly or bi-weekly and made frequent
reports to the TPC on a regular basis. According to the Shelby County Board of
Education Transition Steering Committee (2012), on “June 26, 2012 the TPC submitted
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the merger plan to the Board of Education following eight months of intensive review of
both districts and extensive gathering of public input” (p.1). The TPC’s merger plan
consisted of 172 recommendations (Appendix A) to be implemented by the district to
complete the merger.
Transition Steering Committee
The superintendents of both districts created a Transition Steering Committee
(TSC) in August 2012 (Shelby County Board of Education Transition Steering
Committee, 2012). The Transition Steering Committee was a joint committee of
executive staff members from Shelby County Schools (SCS) and Memphis City Schools
(MCS) that would lead the merger of the two districts. The seven members of the TSC
consisted of executive staff from the two districts with three representatives from MCS
and four members from SCS. The TSC held it first meeting August 16, 2012 at the
vacated SCS Student Services office on Flicker Street (Shelby County Board of
Education Transition Steering Committee, 2012). The purpose of the TSC was “to
provide the highest quality of education to the students and to transition the two school
districts into one by August 2013” (Shelby County Board of Education Transition
Steering Committee, 2012). The TSC developed transition goals to guide the group as
they worked towards unifying the two school districts. The TSC’s purpose was to merge
the two school districts by following these guiding principles:
1. Provide an excellent education for all students in Shelby County.
2. Create a district that is led by an administrative structure that will serve the
breadth of students and schools in the merged district.
3. Develop a human capital model that will attract and retain strong leadership,

32

teaching and nonteaching talent to Shelby County.
4. Identify areas of efficiencies and opportunities to fuel greater academic
investments and ensure the fiscal viability of the merged district.
5. Promote collaboration within merged SCS and between the district and other
stakeholders in our community.
6. Actively invite input from the community and use that input to shape policies
and decisions. (Shelby County Board of Education Transition Steering
Committee, 2012, p. 1)
TSC Processes and Procedures
Due to the scope of work that had to be completed, the TSC needed to develop
procedures to manage the 172 TPC recommendations. Once the TSC started their work
they quickly realized that there were more than the 172 TPC recommendations that
needed to be addressed. The TPC recommendations were used a starting point and
additional areas that needed to be addressed were added to the original 172 TPC
recommendations. The scope of work that needed to be completed required the TSC to
develop procedures to keep the work moving. The procedures used by the TSC were to
name Initiative Owners, leads, and Working Groups for each of the 172
recommendations. The Working Groups were to look for other functions that needed to
be addressed prior to the merger date. Each role had a specific set of responsibilities and
chain of command. This was critical to keep each recommendation progressing through
the process. The TSC did not have a blueprint to follow to merge the districts and
basically started with the TPC plan as their only guide. Figure 1 is a flow chart that
describes how the TSC envisioned the process of Working Groups reporting to their
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leads, to the TSC, then to the superintendents, and finally, making recommendations to
the board (Shelby County Board of Education Transition Steering Committee, 2012).

Working%Groups%
&%Leads%
• Stakeholder%
participation%
• Legal/Policy%
implications%
• Preliminary%budget%

SuperE
intendents%

TSC%

Board%

Figure 1. TSC Procedures Flow Chart showing the TSC procedures.
Source: TSC 2012

TSC roles. The TSC developed roles to keep the merger process moving. The
Initiative Owner was a member of the TSC that was accountable for driving the
implementation of specific, assigned set of actions and tasks. The Initiative Owner was
not solely responsible for completing each task but was responsible for monitoring its
implementation by Initiative Lead(s) and staff within the system, holding Working Group
team members accountable for completing assigned tasks, celebrating and
communicating successes, and facilitating mid-course corrections when necessary. The
Initiative Lead was an appointed role by an Initiative Owner to lead a specific, assigned
set of actions and tasks. The Initiative Lead was responsible for carrying out the owner-
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assigned tasks and facilitating the cross-district staff Working Groups necessary to
support and ensure successful task implementation and would work in concert with the
Initiative Owner and ensure regular and ongoing communication with the Owner and
Working Groups. The Initiative Owner appointed working Groups and/or Lead to
implement a specific, assigned set of actions and tasks. Working Groups were derived
from both MCS and SCS district staff and worked in concert with the Initiative Lead(s).
Working Groups kept track of initiative progress by way of the TSC Initiative Template
(Appendix C), kept the Initiative Lead(s) abreast of meetings, needs, progress etc., and
maintained ongoing communication with Initiative Lead(s) as appropriate (Shelby
County Board of Education Transition Steering Committee, 2012).
TSC protocols. Protocols were developed to help guide the TSC. All Initiative
Owners, Leads, and Working Groups were to work in accordance with the TCS Core
Values at all times (Shelby County Board of Education Transition Steering Committee,
2012). Below are the core values the TSC shared with all groups:
1. Serve others instead of ourselves by creating opportunity, access, and equity
for all students as our highest priority.
2. Embrace change by realizing our historic opportunity to develop a new
organization based on principles of best practice and the belief that expertise
and value are not bound by job titles.
3. Practice courage by challenging each other's thinking to look past the status
quo, and not be bound by what is in our quest for what can be.
4. Expect excellence in all, establishing high expectations of our colleagues, our
students, and ourselves because we know that high expectations are an
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essential first step toward achieving outstanding results.
5. Love, learn, and lead by embracing the challenge that our work is the most
important in America today: that of creating opportunities for students to
flourish, through a mindful stewardship of resources and actions grounded in
genuine care for our community (Shelby%County%Board%of%Education%
Transition%Steering%Committee,%2012,%p.%1).
The protocols used by the TSC to guide the work were shared to all groups
working on the merger. Those protocols included: Initiative Owners and/or Leads would
establish Working Groups of employees from either or both districts as needed for the
tasks involved in the initiative. Initiative Owners and Leads would allow Working
Groups the flexibility to establish their own working/meeting schedule as appropriate.
Scheduled meetings would be made with advanced notice (5 working days lead time was
the ideal minimum). An appropriate staff member would be appointed in the event of any
member’s absence. When meeting, everyone’s time was respected by starting and ending
promptly as well as making sure all members were prepared, participated actively, and
had a voice throughout. When making group decisions, consensus was used: Consensus
was reached when everyone had the opportunity to provide input/express views (based on
evidence) and the will, not unanimity, of the group was evident. All initiative work would
be reported and shared using the TSC Initiative Template. On the TSC Initiative
Template, Working Group members, tasks, resources and progress would be filled out on
an ongoing basis to ensure uniformity and ease of monitoring. All Initiative Templates
would be updated and shared via assigned DropBox online web based storage and
sharing service twice a month (2nd and 4th Fridays of each month as a minimum).
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Initiative Leads would maintain appropriate Working Group access to assigned DropBox.
As new members were added to the Working Group, Initiative Leads would add sharing
access to the assigned DropBox (TSC, 2012). These steps were followed by the TSC with
Initiative Leads reporting to the TSC regarding recommendations of the Working Groups.
The TSC would attempt to arrive at a consensus; however, if there was an impasse, the
issue would be sent to the superintendents for possible resolution. As the merger work
moved forward the TSC met with each Working Group numerous times to labor through
the vast number of recommendations. The members of the TSC were still responsible for
their primary job responsibilities while doing the work to merge the two districts.
TSC communication. The TSC set up a method of communication called the
TSC Weekly Update, an electronic newsletter that was sent to every employee of
Memphis City Schools and Shelby County Schools to update them on the TSC’s
progress. This electronic newsletter resulted from the fact that some members of the two
districts felt disconnected from the work and they did not know what was taking place
with the TSC. The TSC wanted to limit access to the TSC meetings to the groups that
were presenting and at the same time let the school community know what was taking
place. One of many challenges that the TSC faced was the perception that the TSC was
working behind closed doors and under a veil of secrecy. The TSC was charged with an
enormous amount of work to be completed in a short period of time and, by providing a
weekly update, helped keep stakeholders abreast to what was taking place. The process of
Working Groups collaborating and making recommendations to the TSC continued over
the next 12 months with the TSC’s goal to implement the TPC plan and adding to the 172
TPC recommendations. As the work progressed and the merger date got closer, the TSC
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was spending many long hours working with district staff to ensure a successful opening
of school.
Creation of a Transition Advisory Council (TAC). The TSC and the
Superintendents of both districts, in order to assist in keeping the public informed of the
work of the TSC, developed a Transition Advisory Council (TAC). The TAC was
another attempt by the TSC to keep their work open to the board and the community. The
members of the TAC were Shelby County School Board members Teresa Jones,
Snowden Caruthers, and Freda Williams; Transition Planning Commission members
Daniel Kiel and Shelby County Mayor Mark Luttrell; Memphis Education Association
President Keith Williams; Shelby County Education Association President Sammy Jobe;
Memphis City Schools parent Veronica Collins; Shelby County Schools parent Sharon
Farley; and Community member Terrance Patterson of the Hyde Family Foundation
(Shelby County Board of Education Transition Steering Committee, 2012). The media
was invited to all TAC meetings so the broader community could keep abreast of the
work that was taking place.
The purpose of the Transition Steering Committee, as reported to the TAC at
their first meeting October 18, 2012, was to manage, coordinate, direct, and communicate
the implementation of the unification process. This team was the lead for the actual work
of the transition. They would assign responsibilities, measure progress, direct resources,
and make recommendations to the superintendent. The steering committee would develop
and implement a plan for communicating progress throughout the implementation of the
plan. Additionally, the committee would ensure that an effective change management
plan was executed (Shelby County Board of Education Transition Steering Committee,
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2012). The role of the Transition Advisory Council was to advise the transition process
and facilitate communications among the board, staff, and community (Shelby County
Board of Education Transition Steering Committee, 2012). The TAC met nine times
during the merger process and they were able to provide valuable feedback the TSC
before recommendations were brought to the Shelby County School Board. Additionally,
the TSC attempted to provide recommendations that would be brought to the board for
their consideration.
Board policy harmonization. Harmonization of board policy between the two
districts was a task that fell to the combined 23-member SCS school board. The TSC set
up a Working Group to ensure that board policy was adequate for the new district. Since
the Memphis City Schools was, in effect, going out of business, the policies of Shelby
County Schools would be the policies of the new merged district. There was a difference
in the philosophies of the two districts when they developed their policy manuals and the
MCS board was concerned that if the reform work the district was undertaking was not
memorialized in board policy a new superintendent could discard the board’s work and
start a new reform agenda. Therefore, the MCS reform agenda required that much of the
work needed to be codified in board policy, creating a rather large policy manual. The
thought behind this was, that with large urban school districts, superintendent turnover is
always a possibility and, if the reform agenda was not memorialized in policy, a new
superintendent could start a new reform, discarding the previous board’s work. SCS
philosophy was a minimalistic approach to board policy and they had just completed an
exercise to pair down their policy manual on the advice of the Tennessee School Boards
Association. The Shelby County School Board created, in July 2012, an Internal Board
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Operations (IBO) committee to address policy issues. The IBO was made up of four
board members, MCS and SCS Chiefs of Staff, Chairman of the TSC, and members of
each district’s policy departments. The guiding principal of the IBO was based on the
belief that if the SCS policy was adequate to get schools open in August that would be
the policy. If policies were not adequate, then new policies would be drafted for
consideration by the SCS board. The process set up by the TSC for reviewing board
policy was as follows:
1. Initiative Leads met with policy team and initiative sponsors to confirm if SCS
policies required revisions or new policies.
2. Policy team and Initiative Leads completed stakeholder engagement (if necessary)
for any changes to policies relevant to the initiative. This was completed six
weeks prior to SCS board meeting.
3. Policy team, informed by Initiative Leads drafted new polices to approved by the
TSC and superintendents four weeks prior to board meeting.
4. IBO committee approves policy revisions to bring to the full school board two
weeks prior to meeting.
5. School board approves policy.
6. Initiative Leads and communications team distribute communication about the
decision to students, parents, teachers and other stakeholders.
This work of the TSC and IBO committee continued after the merger was completed to
ensure that polices reflected the needs of the merged district.
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Creation of Municipal School Districts and the Impact on the TSC
One of the consequences due to the merger was the potential for a demerger better
know as the creation of municipal schools. In Tennessee there was a moratorium on
creating special school districts or municipal school districts (Locker, 2013). The first
attempt to create municipal schools failed after the courts ruled the 2012 law allowing the
formation of municipal schools unconstitutional (McMillian, 2012). The Tennessee
Legislature passed legislation in 2013 allowing the creation of municipal school districts,
overturning a 1998 law that prohibited new municipal schools (Locker, 2013). Since the
merger completion of the merger in July 2013, there has been the formation of six new
municipal school districts in Shelby County. The communities of Arlington, Bartlett,
Collierville, Germantown, Lakeland, and Millington began the process to create
municipal school systems once the moratorium was lifted. A referendum was passed in
July 2013, with all six municipalities creating new municipal school districts. The
municipal school districts consist of 30 schools and approximately 30,000 students.
August 2014 all six municipal school districts opened their doors for the first time. The
creation of these municipal school districts is a prime example of open social system
theory. The thought of the legislature and the suburban population was they were not
going to be satisfied with the merger.
The TSC was keenly aware of the possible creation of municipal school districts
and their impact on the work of the group (TSC, 2012). With the numerous court
proceedings taking place around the creation of municipal schools, this created discussion
and concern among some members of the TSC. Some were concerned that the
tremendous effort and money spent on the merger work would end up being nothing
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more than an annexation of about 20 SCS schools with the remaining MCS schools.
However, when these issues arose the TSC kept going back to their purpose and guiding
principals to keep the work on track.
Summary
The review of literature for this research study included the relevant research on
school district merger both nationally and in Tennessee. The events leading to the charter
surrender by Memphis City Schools, which created the merger, were examined. The
formation of the TSC as well as the processes and procedures used by the TSC were
reviewed in this chapter. Open social system theory was the lens through which the study
was conducted. With funding shortages increasing, the merger of the Memphis City and
Shelby County Schools could serve as a model for urban school districts across the
country that are experiencing funding issues or could be a lesson in what not to do. The
work of the TSC was critical to ensure that the merger would happen in the time
prescribed by the courts. The complexity of the merger created a need for the TSC. The
TSC provided a structure for the merger process and the members of the TSC knew the
high stakes that were involved regarding their work. The merger of Memphis City
Schools with Shelby County Schools will have ramifications for the Memphis area
community for years to come. History will tell us if this unprecedented merger was
successful in the long run. This study examined one aspect of the merger: the processes
and procedures used by the TSC to merge the two districts. This ethnographic case study
of the merger processes and procedures could provide a road map of sorts for school
districts that are undergoing or considering merging two or more school districts.
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Chapter 3
Methodology
The purpose of this qualitative ethnographic case study was to describe the
processes and procedures that were used by the Transition Steering Committee (TSC) to
merge the Memphis City Schools (MCS) and Shelby County Schools (SCS). Serving as a
member of the TSC gave the researcher additional insight to the processes and
procedures used to merge the two school districts.
The research questions that this study is designed to answer are as follows:
! What%processes%and%procedures%did%the%Transition%Steering%Committee%(TSC)%use%%
to implement the Transition Planning Commission (TPC) recommendations for the
merger of the Memphis City Schools and the Shelby County Schools?
! What were the lessons learned by the TSC members relative to merging two large
school districts?%
! Which factors, if any, did the TSC members perceive as being most influential?%
! Which%factors,%if%any,%did%the%TSC%members%perceive%as%being%least%influential?%
! What%themes%did%the%data%analysis%reveal?%
The methodology used to conduct this study will be described in this chapter. The
goal for this research was to gain a deep understanding of the processes and procedures
of the TSC and how the group conducted their work to merge the two school systems, as
well as how internal and external influences impacted the process. The Open Social
Systems theoretical framework will be utilized to examine the TSC process by looking at
the internal and external pressures that were evident during the work of the TSC.
Qualitative methodologies will be used to conduct the research and, more specifically,
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this will be an ethnographic case study. To maintain confidentiality, the interviewees will
be assigned pseudonyms.
Qualitative Research
Qualitative research is valid in its own right and is not to be judged with
quantitative approaches to be considered legitimate. Qualitative methodologies allow the
researcher to develop an in-depth understanding of the topic and provide an insider’s
understanding of the event. The qualitative approach assumes that the reality of the
participants of the study is subjective and varied for each member participant of the study
(Creswell, 2007). In examining the processes and procedures used by the TSC to merge
the two school systems, qualitative research methods are appropriate. This research is
based on the realities experienced by the members of the TSC as they reflect on their
experiences through the interview process. Conducting a series of interviews with
members of the TSC was the primary means of data collection. Because the researcher
was a member of the TSC group, a level of trust with the subjects that participated in this
study was present. Qualitative research methods need to incorporate a reduction in
distance between the researcher and participant (Cresswell, 2007). This reduction in
distance was accomplished by being a colleague and member of the TSC with the
participants in the interview process.
This study’s intended purpose was for the reader to gain an understanding of the
processes and procedures that were used by the TSC to merge two large school districts.
By incorporating the researcher’s first hand experience, along with the experiences of the
members of the TSC, the reader will gain an in-depth understanding of the merger
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process. Qualitative research methods allow the researcher to share their experiences,
along with the experiences of other members of the TSC, to the reader.
Ethnography and Case Studies
The methodology used for this study is a combination of ethnographic and case
study techniques. Ethnography is the study of what people say or do in a particular
context (Hammersley, 2006). Ethnographic researchers study a culture’s relational
practices and common values and beliefs to assist internal and external groups develop
deeper understandings of the culture (Maso, 2011). Ethnography has six characteristics.
The first characteristic of ethnography includes the researcher creating a social
relationship with the participants (Zaharlick, 1992). The second characteristic of
ethnography is the researcher is involved in first hand observation and participant
observation. The third characteristic of ethnography is that the researcher plays an
important role as research instrument. The fifth feature of ethnography is the researcher
may use various data techniques including notes and interviews to validate the accuracy
of the data. The final characteristic of ethnography is that the researcher is able to make
modifications to the research questions, design, and techniques throughout the process up
until the completion of the study (Suryani, 2008). Ethnographic fieldwork provides a
valid means to collect current and reliable data to answer relevant questions (Agar, 1980;
Brenard, 1988; Ellen, 1984 as cited in Zaharlick 1992).
Case study has many definitions, according to Bromley (1990), it is a “systematic
inquiry into an event or a set of related events which aims to describe and explain the
phenomenon of interest” (p. 302). Case studies use the “How” and “Why” questions to
answer the researcher’s inquiry (Yin, 2003). When studying contemporary events where
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the relevant behaviors cannot be manipulated, the case study approach is preferred (Yin,
2003). The case study relies on two sources that historians do not usually include: direct
observation and interviews of participants (Yin, 2003). Case studies do not only depend
on participant-observer data but also incorporate the interview of the relevant participants
(Suryani, 2008). Support for case studies may come in the form of six sources:
documents, archival records, interviews, direct observation, participant-observation and
physical artifacts (Yin, 2003). A researcher who uses these sources for their case study
provides validity and reliability to their work (Yin, 2003). Triangulation is an important
aspect to case study research. Triangulation of multiple data sources gives the researcher
the ability to corroborate the same set of facts or phenomenon (Yin, 2013). Case study
researchers tend to follow ethnographic methods by providing detailed observations
about the reality being studied (Yin, 2003). Case study does not rely only on participantobserver data but mainly uses the interview process to gain deeper understanding
(Suryani, 2008).
Research Design
The research design of this study was a qualitative methodology using the
framework of ethnographic case study to provide an in-depth look at the TSC processes
and procedures from the perspective of the members of the TSC and documentation of
the work completed by the TSC. It is ethnographic because it looks at the work of the
TSC as a sociocultural process (Taylor & Bogdan, 1998). It is a case study because it is
an intensive, holistic description and analysis of a single functioning unit, the TSC, which
limits the investigation (Merriam, 2009).
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By using an ethnographic case study methodology, this research study constructed
a first hand narrative of the processes and procedures used by the TSC to complete the
task of merging two school districts. Each member of the TSC was asked the same 11
questions that were recorded by the researcher and the interviews lasted approximately 40
minutes on average. The interview process used by the researcher adds a richness and
balanced perspective to the study allowing the reader to gain insight into the TSC
processes and procedures.
Participant Selection
The subjects of this study were limited to the seven members of the TSC, with the
researcher being a TSC member. Each member of the TSC agreed to be a participant of
this study and agreed to be interviewed for this study. The identities of the TSC members
have been widely publicized and are a matter of public record, but for the purpose of this
research, the identity of each participant has not been revealed. In keeping each
participant’s identity anonymous, the hope is that the respondents will be inclined to
provide honest answers to the researchers questions without the concern of their
responses being revealed. Each member of the TSC was contacted by the researcher and
given an explanation of what the research entailed. The researcher was able to answer
any questions they had regarding the research and let them know the commitment that
was expected of each participant. The researcher set up a time and place for the interview
to take place. All interviews were conducted at the location selected by the participant.
Description of Subjects
The TSC consisted of 7 members, 4 from Shelby County Schools (SCS) and 3
from Memphis City Schools (MCS). The chairman of the TSC was from legacy SCS and
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was selected by the TSC members. The researcher will describe each member of the
TSC, keeping their identity confidential in the findings. The focus of the study was on the
processes and procedures used by the TSC to merge two school systems over a 12-month
period.
The Superintendent of Memphis City Schools selected three members to serve on
the TSC. Each MCS TSC member was a direct report to the superintendent and a member
of the district’s cabinet. The MCS Superintendent named the MCS Chief of Staff (COS)
to the TSC. The COS for MCS responsibilities included board-superintendent
communication, working with the superintendent to manage the staff, and relating the
superintendent’s vision for the district. The MCS COS’s background as a MCS district
level administrator was research and data prior to being in the role of COS. The MCS
Deputy Superintendent of Academics was the next member of the TSC. The Deputy
Superintendent of Academics was responsible for helping develop and insure
implementation of the Superintendent’s academic plan for the district. The MCS Deputy
Superintendent of Academics was previously a teacher, assistant principal, and school
principal for the MCS district. The final member from MCS was the Deputy
Superintendent of Operations. The Deputy Superintendent of Operations had a primary
responsibility to oversee and ensure that all business and facility aspects of the district
operated efficiently. Previously the Deputy Superintendent of Operations held similar
roles in other districts across the country.
The Shelby County Schools Superintendent named four members to serve on the
TSC. The Shelby County Schools Chief of Staff (COS) was appointed to the TSC. The
SCS COS was responsible for Board-Superintendent communication, working with the
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superintendent to manage the staff, and relating the superintendent’s vision for the
district. The COS previously was a teacher, school administrator, principal, and Assistant
Superintendent of Curriculum and Instruction for SCS. The next member of the TSC for
SCS was the Assistant Superintendent of Human Resources. The Assistant
Superintendent of Human Resources (HR) was responsible for all aspects of the HR
department for SCS. The Assistant Superintendent previously was a teacher, school
administrator, and principal for SCS. Additionally, the SCS Superintendent named the
Assistant Superintendent of Teaching and Learning to the TSC. The primary
responsibilities of the Assistant Superintendent of Teaching and Learning were, teacher
evaluation and professional development for the SCS district. Previously the Assistant
Superintendent of Teaching and Learning was an HR Specialist and Director of
Professional Development for SCS. The final member of the SCS team was the chairman
of the TSC who served as the Assistant Superintendent of Research, Planning, and
Transition for SCS. The role of Assistant Superintendent of Research, Planning, and
Transition was to oversee all aspects of the merger on behalf of SCS. Prior to this role,
the Assistant Superintendent of Research, Planning and Transition was a teacher, vice
principal, and principal for SCS.
Subjectivity
According to Ratner (2002), subjectivity guides everything including the action
the researcher from the choices of topic of study, to formulation of hypothesis or
assumptions, to selection of methodologies, and interpretation of data. In qualitative
research, subjectivity refers to the ways that research is shaped by the particular
perspectives, interests, and biography of the researcher. When subjectivity is seen to be
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acting in such a way that it invalidates the findings of the research it is often termed
“bias” (Ratner, 2002). However, subjectivity can also benefit the analysis, such as when a
researcher is an insider in the culture under investigation or when the researcher’s deep
involvement with the topic of research offers him insights others might not have. In this
study, the researcher was an insider, having been born and brought up within the culture
under study for over 50 years. Nevertheless, the researcher attempted to diminish, as
much as possible, the effect of that subjective position on the outcomes of the study. The
researcher achieved this by searching for “objectivity” and by triangulation which
involved using multiple data sources to confirm one another.
Ethical Considerations
During this research project the names of the participants have been kept
anonymous, even thought the research subjects were members of the TSC and the
districts as well as the media made their identities public. By keeping the identities
anonymous the researcher was able to elicit honest open comments ensuring that their
colleagues or the public would not know which subject responded in a particular way.
Also, this allowed the participants to be open and honest since they did not have to worry
about what others would think of their responses. The researcher attempted to ensure that
the participants felt comfortable with the research process letting them know that their
identity would not be shared and they could decline to answer any questions that were
asked. The participants seemed to be at ease with the process and were eager to share
their experiences of serving on the TSC.
Every effort was made to keep private all research records that identified the
participants to the extent allowed by law. The information provided was combined
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with information from other people taking part in the study. When writing about the
study information that was gathered was combined. The respondents will not be
personally identified in these written materials. All written documents and electronic
information related to this research will remain secure, and are only accessible to the
researcher. The hard copies of the interview notes and all transcripts are locked in a
secure file cabinet and all electronic files are password protected to ensure
confidentiality.
The participants were grateful that this research was being completed to
provide a historic record of the events that impacted the Memphis and Shelby County
Community. The participants expressed that they were pleased that their perspective
of the events was being studied.
Validity and Reliability
The purpose of the study was to describe the processes and procedures
implemented by the TSC to merge the Memphis City Schools with the Shelby County
Schools from August 2012 until August 2013. The standards of qualitative research used
for this study were applied to ensure validity and reliability of the data and
understandings of the study. The reflective and reflexive character of ethnographic
research contributed to the validity of the research due to the fact that the processes used
and the theoretical framework of Open Social Systems deepened the researcher’s
understanding of the processes used.
Data reliability was enhanced by consistency of the interview process and
multiple sources of documents collected over time. The interviews were conducted with a
semi-structured protocol that included recording each interview as the respondents
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answered the same 11 questions. The researcher took notes during the interview to
accompany the recordings. The researcher used the script as a guide and asked the same
probing questions to ensure consistency of data. The artifacts for this study were
collected from multiple sources. The sources consisted of documents provided to the TSC
and the researcher’s personal notes. The data were collected over a 12-month period and
archived by the researcher. Data collection that is gathered over time increases the
validity of the data (Creswell, 2007). Using multiple sources of written data as well as
interview data gives credibility to the study and reduces the risk of the study becoming
self-centered (Anderson, 2006). Adherence to the data sources and consistent interview
processes also improve the reliability and validity of this study.
The researcher had access to over 300 TSC documents (Appendix D) that were
created during the yearlong process. During each meeting of the TSC a clerical staff was
assigned to take minutes and share the minutes with each member of the TSC for possible
corrections. The 95 meeting agendas and meeting minutes were reliable documents that
were vetted by the members of the TSC after each meeting to ensure reliability. Copies of
amended minutes and all other documentation were shared by the TSC members via an
online secure storage system called DropBox in order to keep the process organized and
on track. The fact that all TSC documents were shared with all members of the TSC and
the documents were stored electronically on a password-protected platform increases the
reliability and authenticity of the documents reviewed by the researcher.
Data Collection Methods
The data that were collected for this ethnographic case study consisted of
documents and artifacts as well as interviews with the six members of the Transition
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Steering Committee. The artifacts included the researchers notes and over 300 TSC
documents that were collected over a 12-month period. The TSC members utilized
DropBox, an online document storage service to archive all TSC documents. The
DropBox contained 95 TSC meeting agendas/meeting minutes, numerous presentations,
TPC recommendation timeline, draft policies, external support information,
organizational charts, budget documents, task timelines, calendars, district
communications regarding the TSC’s work, Working Groups reports, the TSC responses
to TPC recommendations, Board of Education presentations, documents regarding
external support, and other supporting documentation from the TSC. The researcher kept
hand-written and dated personal notes from all of the TSC meetings. The notes have been
organized in chronological order for ease of access. These notes, as well as the TSC
stored documents, were reviewed to provide recollection of the events that occurred.
The interviews of the TSC members took place in Chicago, IL; Nashville, TN;
Jackson, TN; and Memphis, TN at the location selected by the participant of the
interview. The researcher developed the interview questions with input from a colleague
who has a strong background in research design. Each member of the TSC was contacted
by phone and the research design was explained to him or her in detail. The participants
had an opportunity to ask any questions and the interview time was scheduled. The
interviews lasted approximately 40 minutes and were completed in one sitting. Each
person interviewed received and signed a copy of the Consent to Participate in a Research
Study form provided by the University of Memphis. A brief description of the study and
information regarding their participation was shared with the participants.
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There are three type of interview structures used by researchers: (a) highly
structured, (b) semi-structured, and (c) unstructured or informal mode (Seidmam, 2006;
Taylor & Bogdan, 1998). The interview protocol used for this study was semi-structured.
The semi-structured interview protocol used consisted of an interview guide (see
Appendix B) with 11 questions as well as probing questions for each main topic covered.
The probing questions were used to elicit deeper responses from the respondents and to
build on their prior answers. The interview guide consisted of a list of questions that was
asked in the interview (Merriam, 2009). The guide was followed as closely as possible
but at times the interviewer needed to ask further probing questions. During the interview
process the researcher determined how to phrase questions and when to ask them
(Seidmam, 2006; Taylor & Bogdan, 1998).
The interview guide included specific questions regarding the processes and
procedures used and provided the respondents an opportunity to provide any additional
information they felt was relevant to their experiences. All interviews were similarly
structured and conducted using the same format. All interviews were recorded with the
permission of the interviewee. The audiotapes were professionally transcribed by an
online transcription service with the exception of one interview that was transcribed by
the researcher. All written files were locked in a secure cabinet and all electronic files
were password protected.
The interview process and amount the vast amount of documentation collected
regarding the TSC’s work provided multiple sources of data. The interviews along with
the amount of TSC documents that had been collected gave the researcher the ability to
triangulate the data points adding validity to the study (Yin, 2003). Multiple sources of
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data as well as extended time in the setting significantly increased the internal reliability
of the study (Wiersma & Jurs, 2009). Using multiple sources of data the researcher has
strengthened the credibility of the research.
Data Analysis
Qualitative data analysis focuses on text and transcripts of interviews or notes
from participant observation sessions rather than numbers (Adams, Khan, Raeside,
&White 2007). What makes ethnographic data analysis intriguing is that the process of
interpretation begins when the research starts the study and continues through the process
until a fully developed and supported interpretation appears, ready to be shared with
others (LeCompte & Schensul, 1999). Stake (2007) stated, “Qualitative data analysis is
an iterative and reflexive process that begins as data is collected rather than after data
collection has ended” (as cited in Adams et al., p. 322).
To complete this study interviews with members of the TSC were coded,
categorized, and placed into themes. Coding involves classifying parts of text data into
categories that are related to the study topic and are useful in analysis (Lapan, Quartaroli,
& Riemer, 2011). As data for this research was collected, it was transcribed, organized,
and coded. This kept the researchers question as the focus of the research. The researcher
used an open coding method that required line-by-line reading and analyzing of the
transcribed texts. According to Khandakar, “open Coding includes labeling concepts,
defining and developing categories based on their properties and dimensions” (p. 1).
Open coding is way of examining, labeling, linking, and categorizing the data. This was
accomplished by identifying the meaning of the data, making comparisons, and looking
for similarities and differences within the data. Categories were formed based on the
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similar comments and occurrences that were gleaned from closely examining the
interview transcripts, notes, and documents. The findings, based on the examination of
the transcripts, notes, and documents, were grouped together to form categories.
The researcher was able to determine themes after reviewing the interviews,
notes, and documentation, then categories were developed from the coded material.
According to Adams et al., (2007), “identifying and refining important concepts is
important to the iterative process of qualitative research” (p. 328). A three-stage “process
of cultural theory building” was followed as data was analyzed to identify specific items,
then patterns were found in those items, and finally relationships were determined in
those patterns (LeCompte & Schensul, 1999). Themes were developed through both an
inductive approach and an a priori approach (Ryan & Bernard, 2003). As the interviews,
documents, and researcher’s notes were analyzed; the researcher was looking for themes
that emerged to answer the research questions. Examining the emergent themes the
researcher was able to discern patterns and make conclusions based on the data.
Summary
Ethnographic case study was the methodology chosen to examine the processes
and procedures used by the TSC to implement the TPC plan to merge the Memphis City
Schools and Shelby County schools. The design of this research was a way to determine
emergent themes on the best practices and lessons learned regarding the processes and
procedures used by the TSC. The data sources included interviews with members of the
TSC, the researchers notes and reflections from his time served on the TSC, and TSC
documents (Appendix D). In chapter 4, the findings from this research will be shared and
these data sources will be referenced.
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Chapter 4
Findings
This chapter presents the findings of this research that examined the processes and
procedures used by the Transition Steering Committee to merge the Memphis City
Schools and Shelby County Schools.
The research questions posed in this ethnographic case study were:
! What%processes%and%procedures%did%the%Transition%Steering%Committee%(TSC)%use%%
to implement the Transition Planning Commission (TPC) recommendations for the
merger of the Memphis City Schools and the Shelby County Schools?
! What were the lessons learned by the TSC members relative to merging two large
school districts?%
! Which factors, if any, did the TSC members perceive as being most influential?%
! Which%factors,%if%any,%did%the%TSC%members%perceive%as%being%least%influential?%
! What%themes%did%the%data%analysis%reveal?%
This study documented the processes and procedures used by the TPC and lessons
learned, from the perspective of the TSC members, when merging two large school
systems. The interviews, along with the researchers notes and the TSC documentation,
provided the researcher the ability to triangulate the data points adding validity to the
study (Yin, 2003). Multiple sources of data, as well as extended time in the setting
significantly increased the internal reliability of the study (Wiersma & Jurs, 2009). The
perspectives of the members of the TSC that were captured through the interview
process, the researcher’s notes, and TSC documents provided the data used to arrive at
the findings and conclusions.
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The answers to the interview questions were analyzed and categorized based on
the processes and procedures used by the TSC. By categorizing the interview questions,
the researcher was able to determine emergent themes from the interviews conducted
with members of the TSC. TSC documents as well as the researchers notes were
examined and cross-referenced with the interview responses. The process of categorizing
the interviews of the members of the TSC and cross-referencing TSC documents and the
researchers notes allowed the researcher to determine themes that could provide best
practices based on the data gathered.
Open Social Systems Theory was used as the theoretical lens of this study. Open
Social Systems Theory contends that schools constantly interact with their surroundings
and must be structured to deal with the external forces that impact the schools
(Lunenburg, 2010). Green (2010) suggested that we must look at the current conditions
versus the status quo including how the driving force overcomes the resisting force. The
complexity of the merger, the creation of municipal school districts, and the urban vs.
suburban divide were forces the merger had to overcome. Getzels, Lipman, and Campbell
(1968) developed a general model of the major dimensions of a social system. Figure 2
utilizes the work of Getzels et al. to describe the theoretical framework upon which this
research was based. Figure 2 describes how the external environment interacted with the
work of the TSC along with the internal forces that were at odds during the merger
process. Those internal and external forces impacted the work of the TSC and influenced
the outcomes of the merged system.
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External Environment
(TPC, State Legislature, Judicial System Municipal Schools)

Memphis City Schools
Input

Internal Forces

Merged System

Shelby County Schools

External Environment
(Philanthropic Community, BCG, State Department of Education
Figure 2. Open Social System Theory: The Merger of MCS and SCS

Data
Analyzing the interviews with TSC members, TSC documents, and researcher’s
notes it was possible to establish emergent themes based on the research questions.
Data will be presented in this chapter that capture the essence of the experiences through
the opinions of the members of the TSC, the myriad TSC documents, and the researcher’s
notes. Table 2 gives a representative sample of key statements from interviews made by
members of the TSC.
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Table 2
TSC Members Key Statements From Interviews
Committee Member

Key Statements

TSC Member One

“Throughout the process I always felt like there was a
strong sense of collegiality....You felt that sense of
history....SCS would have a disproportionate share and that
the chair would be from SCS....The process used to develop
TSC was one born out of necessity....The procedures used
emerged, rather than anything being articulated that was a
step-by-step process....The procedures bogged down, not of
our own choosing, but just because we had a board of
twenty three members and two superintendents....What you
had were two superintendents, neither of whom was going
to be the lead on this....There was a bit of SCS camp and
MCS camp and some saw themselves as the defender of
their district....We needed more time.”

TSC Member Two

“Serving on the TSC was an honor....We had no real
evidence to speak to regarding culture, climate, processes,
academic plan of the other district....The two
superintendents didn't have a set of criteria in which the
members should be screened before they were on the
TSC....There was not an equal amount of members from
both districts....We had to build it from the bones
out....Everyone came with his or her own vantage
points…During the second semester we were running out
of time....We were not just doing the merger work, we all
had a full load of work in demanding districts.”

TSC Member Three

“Being a part of the biggest school merger in US history
was great....The 4-3 split in membership on the TSC was
good....These members all had strong personalities and
beliefs of how the district should be merged....We did
have procedures and process in place to guide the work....
At times the timeline was so compressed we could not
follow the procedures agreed upon....I give the procedures a
B. It was a good process....We needed one superintendent
to lead the merger....Culture was what needed to be
addressed....Knowing that one in four people would be
(Table continues)
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(Table continued)
Committee Member

Key Statements

TSC Member Three
(continued)

given a pink slip at the conclusion of our task, the pressure
to merge the districts and keep up with our daily work was
difficult.”

TSC Member Four

“I looked at it as a privilege to serve on the TSC....Based
on the law, Memphis City Schools gave up its charter.
Naturally Shelby County was responsible....I think those
individuals tended to serve well in the capacities that they
were asked to serve....We were willing to work together....
The 2 superintendents were vying for the superintendent
position....The Working Group would present to the TSC
and we would either accept or reject the recommendation....
We followed the procedures about 85-90% of the
time....The recommendations, we did them with fidelity....
You gain a better understanding of each other’s intentions
through communication....The timeline was unrealistic....
We probably should have requested more time.”

TSC Member Five

“Serving on the TSC was a great opportunity....When I
look back at the entire process, it was grueling to say the
very least, but positive....I don't know how you could come
up with a better split in regards to the membership of the
TSC....We went about our work was about as efficiently
as we could have done....Many decisions we had to rely on
the people doing the work to get together and then bring us
a recommendation....If their decision wasn't a consensus,
they were to bring us the alternative....I would give the
process and procedures an A....First and foremost there is
the school board’s inability to choose a leader and to
shackle us with two superintendents....I think looking back
in a perfect world if there had been one superintendent that
was clearly named, even if the other one were a cosuperintendent until some date to help make the merger
work happen....I think trust was a major issue throughout
the process up until the day of the merger.”
(Table 2 continues)
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(Table 2 continued)
Committee Member

Key Statements

TSC Member Six

“If I were to go by [the other members’] sides again to take
on something big, I’d gladly do it again....We’re here to
serve kids and we made sure that kids were put first....The
TSC procedures had evolved over time....We’ve somewhat
followed a similar format as the TPC....There was a
procedure with regards to how we develop the budget and
the inputs that work to the budget. There was a procedure
with regards to the things we needed to make decisions
upon....You cannot keep the pace that we were working at
doing your day job and merging the two districts, no one
seemed to recognize the amount of work we were doing....I
think that dual leadership and then lack of leadership
hamstrung the work....Trust was built over time, it was
interesting to see the cultures come together....Once you
break bread together you realize you are not too much
different.”

Along with interviews from members of the TSC, the researcher used personal
notes and TSC documentation, to provide validity to the study and develop emergent
themes. The researcher took notes at all TSC and TPC meetings as well as any other
meetings that dealt with the merger of MCS and SCS. The TSC kept a record of all
documents on a shared online repository called DropBox. The work of the TSC was
captured in those documents and the researcher was able to analyze them for this
research. The use of TSC documents, the researcher’s notes, and the interviews provided
a rich overview of the processes and procedures used by the TSC to merge the two school
districts. An overview of the TSC documents can be found in Appendix D and table 3
gives a representative sample of the types of documentation used for this study.
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Table 3
Description of Researchers Notes and TSC Documentation
Researchers Notes

TSC Documents

Hand written notes from TSC meetings
Hand written notes from TPC meetings
Copies of meeting agendas
Hand written notes from Working Group meetings
Personal calendars

TSC agendas and minutes
TPC documents
TSC communication updates
Initiative templates
Progress tracker

The Experience
When reflecting on the experience of being a member of the TSC, each member
said it was extremely challenging but overall a positive and rewarding experience. The
members of the TSC were district leaders in their respective systems and accepted their
role on the TSC and grasped the importance of the work. During the interview process
each member of the TSC reflected on the experience of serving on the TSC, and were
asked the following question: “To start things off, I would like to know your thoughts
about serving on the TSC – tell me anything that comes to mind.” Their responses helped
to answer the research question: What were the lessons learned by the TSC members
relative to merging two large school districts?
The following are responses of each member: According to member 1, the
experience was seen as a positive experience. “It was great. I remember that we just had a
lot of strong, good conversations together and that throughout the process I always felt
like there was a strong sense of collegiality and camaraderie.” It was clear from the
beginning that the TSC members conducted themselves in professional manner. “I didn't
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sense that we got into the kinds of arguments that could have potentially happened. I
think everybody was very professional in what they were thinking.” Being a part of the
TSC was a historical moment and member 1 sensed the responsibility that came with
being a part of this group. “I wouldn't have missed that for anything! I think all of us
were given an incredible opportunity. Whatever big event in history, you felt like a
normal person, but you felt that sense of history.” Member 1 revealed that students were
the most important part as they contended with difficult decisions, “Everybody in there
had a vested interest. Everybody in there had absolutely the kids' interest at heart, the
district's interest at heart.” The responses to the opening question from member 1 were all
positive and that member felt that the experience was rewarding and member 1 was proud
to have been a part of such a historical event as stated in the following comment; “The
old saying and the thought about it, ‘If it is to be, it's up to me.’ And we all felt that. And
I wouldn't have wanted to not have been a part of [it].”
Member 2 also felt that it was an honor to serve on the TSC, “Top of mind, I
think that anything that is that transformational to so many people in a fairly large city in
a short amount of time is an honor.” Member 2 understood that some on the outside
looking in may not have seen it the same way when they stated, “Whether or not people
saw that as a positive, whether our steps were positive or not so positive in some folks'
mind, I still think it was an honor to be a part of it.” The opportunity to learn was evident
in the comments of member 2, “[It was a] huge learning experience even though we were
next door to this district.” The MCS and SCS offices were in the same building but
divided by a locked connecting corridor. This created a separation between the two
districts that member 2 noted, “We were literally separated by construction beams, we
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still really had no idea, lots of assumptions about what was happening, but no real
evidence to speak to regarding culture, climate, processes, academic plan.” Member 2 felt
it was interesting to learn about the work of the two districts. In reference to the doors
being opened and the two districts working together they stated, “It was great to figure
that out together.”
Member 3 felt the experience was positive and commented, “Being a part of the
biggest school merger in US history was great.” Member 3 was grateful for the
opportunity to gain valuable experience, “The experience that I gained was priceless.”
This member expressed that at times it was interesting to see how the two cultures
meshed during the work of the TSC, “The experience was interesting, and to see all the
personalities and agendas that people brought to the table and how these were dealt
with.”
Member 4 viewed the experience and positive and stated, “I looked at it as a
privilege and an honor to be asked to serve on the TSC.” Member 4 felt their knowledge
of their district and the community was valuable to the team, “I was excited about it
because I felt the knowledge that I had of the district and the knowledge that I had of this
community, that it was an ideal opportunity for me as a district leader.”
In the words of member 5 the experience was positive, “I think when I look back
at my career and the opportunity to serve on that committee it was a great opportunity.”
Member 5 also discussed the learning opportunities of being a member of the TSC:
It was a tremendous learning experience to really get into, delve into, two very
different school districts [with] different philosophies, different ways of conducting
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business and then seeking out, finding and trying to identify the best way to do
things going forward to build as strong a district as we could in the end.
Member 5 felt that the experience was not only positive, but the relationships forged were
an important component of the work, “Then I think there were a lot of positive things that
came out of the work. The great relationships that I think developed not just with the TSC
members, but also with people in the other districts.” The ability to learn from the
members of the other district were important takeaways for member 5, “For me from one
district to get to learn and know and develop some relationships with people from the
other district that I wouldn't have without that process I think it was a tremendous
experience.” Member 5 felt the work was difficult but rewarding, “When I look back at
the entire process, it was grueling to say the very least, but positive. I feel very privileged
to have been a part of it.”
Member 6 had this to say regarding the experience, “I didn’t know the people on
the TSC before, but I’d like to say that I know them really well. If I were to go by their
sides again or take on something big, I’d gladly do it again.” This member reflected on
trust and how it was built between members of the TSC, “[we] built [trust] over time in
the way we made decisions and how we came together in order to make them.” In
reflecting on how the group worked together they said, “Was everything 100%? No, it
wasn’t, but you know what, we worked as a team; we worked on behalf of kids.”
Member 6 also shared thoughts around trust and how the group worked together, “There
were people on that team that made it happen. Made it happen, but it’s because of
knowing who we were and knowing that there were no hidden agendas.” The members
knew that as long as the group kept the students at the center of the work the results
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would be positive, “We’re here to serve kids and we made sure that kids were put first.
For me personally, that’s the one thing that came from TSC, that I know some people that
I would gladly, proudly serve alongside.”
All six TSC members agreed that even though the work was difficult, the overall
experience was rewarding. While the relationship between members of the TSC may
have become trying at times, they appeared to feel a sense of respect and collegiality
among the group. With the members coming from different districts with different
experiences and perspectives, they endeavored to work together to ensure that the merger
happened in the time prescribed.
The Process
The TSC was a team created by the two respective district superintendents to
operationalize the TSC plan. The combined Shelby County Schools’ Board of Education
directed the superintendents to develop a strategy to implement the merger plan. The
following information helps answer the research question: What processes and
procedures did the TSC use to implement the Transition Planning Commission (TPC)
recommendations for the merger of the Memphis City Schools and the Shelby County
Schools?
There was not a formal process developed to select the members of the TSC. The
two superintendents had an agreement for the make up of the team and made their
selections and. According to the researcher’s notes and TSC documents, in August of
2012 Dr. Barbara Prescott the chair of the TPC presented the TPC plan to the two
superintendents and members of their executive staff. The meeting took place at the
Community Foundation of Greater Memphis, and at the conclusion of that meeting the
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two superintendents, with a few select members of their executive staff, met in the
parking lot to discuss next steps. Member 1 reflected on the meeting that took place in a
parking lot where the TSC was conceived, “I remember that the TSC was formed in a
funeral home parking lot.” After officially receiving the TPC plan from Dr. Prescott at
the Community Foundation of Greater Memphis, member 1 stated, “I remember that after
a meeting with Barbara Prescott and several of us who were leaders in the two districts ...
what we did in the parking lot was basically say, ‘Who was going to be on the TSC?’”
The membership of the TSC was discussed at this impromptu meeting and, according to
member 1, “It was a pretty clear indication that Shelby County would have a
disproportionate share and that the chair would be from SCS.” The two superintendents
agreed to the membership of the TSC with SCS having four members and MCS having
three members.
The members of the TSC were questioned regarding the process used to develop
the TSC. The researcher asked, “Was the process fair and could there have been a better
way to develop the TSC?” Member 1 shared their thoughts on the process used to
develop the TSC:
I think the process used to develop [the] TSC was one born out of necessity. I think
what we did was we identified the key leaders and we had kind of chosen up sides
and picked our all-stars to go out there. And not necessarily all-stars from the
standpoint of who'd been at the district the longest or who was the smartest or
anything like that. But the people identified were those who were thoughtful,
professional, and really had the best interest of children at heart, to move the work
forward.
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There were concerns from some members of the TSC regarding the membership
of the group. Member 1 also stated, “I often think, was there somebody missing? Did we
have somebody from a legal environment? I think there was a concern that a Chief
Financial Officer, wasn't there specifically. It was the right group of people to have
together.” In looking at whether the process was perceived as fair especially with SCS
receiving one more member than MCS, member 1 stated, “We always talked about the
way that Shelby County, getting the plus one, was a question.” Member 1 also mentioned
that because Memphis City Schools was the 21st largest school district in the country and
that Shelby County Schools was the 100th largest in the country, “there [were] some
proportionality questions that would rise from time to time.”
When questioned about a better process to develop the TSC, member 1 had this to
say:
Maybe what we could have done was said, ‘Okay, who needs to be on this
committee, this council, from a functional standpoint?’ Did we need somebody
who was an attorney? Not necessarily on both sides of that, but somebody who
was an attorney who would think about things from an attorney's standpoint. We
may not have taken full advantage of the opportunity to focus on individuals.
Member 2, when questioned about the process, had these reflections, “It was
really left up to the two superintendents largely. They didn't have a set of criteria in
which the members should be screened before they were on the TSC.” Member 2 also
addressed the makeup of the TSC, “There was not an equal amount of members from
both districts. That, I know, potentially played into some of the tension that we
experienced along the way.” Member 2 felt that the committee was under a lot of
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scrutiny, “I think at the time, the people that were putting it in place tried to do their best
to make it as fair as possible.” This member did offer the suggestion of making the
criteria known so everyone would know how the TSC membership was selected, “I do
think [there needed to be] some kind of criteria so that public and internal stakeholders
knew why these people were selected. I think it was probably tough for our
superintendents to make these selections without criteria.”
According to member 3, “The superintendent asked me if I would serve, and I
said yes. He wanted me on the TSC because he knew that I had no hidden agendas and
that I would tell him the truth.” Member 3 also discussed the makeup of the TSC, “The
4-3 split was good because you had an odd number if any votes were tied. We did decide
that we would come to a consensus rather than a majority vote.” In looking at the
leadership of the members of the member 3 stated, “These members all had strong
personalities and beliefs of how the district should be merged due to the roles that they
had in their district.” This member felt that each individual on the TSC brought a
perspective to the group that was valuable, “In looking at [the] budget I did not have a
deep knowledge of the entire budget. I feel that a finance person would have been
valuable to the TSC and a CFO could have brought expertise to the groups.”
In discussing the process to develop the member 4 stated, “I think that there was a
certain level of trust among the two superintendents in regards to the makeup of the TSC.
I think that both superintendents agreed on their people that would be representing them
on the TSC.” Member 4 believed that the law stating that the merger was in fact a
transfer of administration of the Memphis City Schools to the Shelby County Schools
impacted the makeup of the TSC:
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First of all, in my opinion, based on the law, Memphis City Schools gave up its
charter. Naturally Shelby County was responsible. The Shelby County School
District was responsible for the management of MCS, so I know there were four
representatives on the SCS side and 3 on the Memphis City side. I think when you
look at the relationships that had been built specifically with that group of people,
I think you could argue ‘yes’ or you could argue ‘no.’ I think those individuals
tended to serve well in the capacities that they were asked to serve.
Member 4 also felt the members of the TSC attempted to work together in a positive way,
“Did we do it in a procedural type of way? No, but I think it showed immediately that we
were willing to work together to serve kids.”
Member 5 had this to say regarding the process, “I don't know how you could
come up with a better split. We did a lot of talking informally to try to figure out okay,
now, how do we create this transition steering committee and is it necessary.”
Additionally, member 5 felt the committee was representative of the two districts:
So we put the preliminary plan together as to what it would look like, trying to
make it fair, and trying to get the right expertise on that committee; people who
had knowledge of the workings of the school districts historically and who would
have the knowledge, wisdom, and experience to seek out and identify the best
plan for moving forward.
In looking at the political aspect of the disposition of the member 5 stated, “ I think the
composition was maybe the toughest thing to determine.” This member thought that,
politically, to have a three/three membership was smart, but then to have a leader that
came from the Legacy Shelby County District and tip that to a four/three could have been
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perceived by those in Memphis City as being inappropriate. “I do not know how you
would have done it otherwise unless you hired a complete outsider to chair the
committee.”
Member 6 shared thoughts on the process to develop the TSC, “Hindsight is
20/20.” Member 6 discussed that the two superintendents decided upon the best level of
representation, “That was the first level of agreement, when you come to think about it, I
don’t think either of them wanted to go to a merger, right? That was the first joint act
together for the merged system.” This member remarked that both superintendents did
not continue with the district, “Interestingly enough, neither of them survived beyond
February the year before the merger, but that was the first joint decision. That set the
stage for the rest to occur. The organizations came together and put their best foot
forward.”
The researcher’s notes and TSC documents memorialized how the TSC was
developed. The researchers notes reflected on the meeting at the Poplar Foundation when
Dr. Prescott presented the TPC plan and how the superintendents discussed the formation
of the TSC. Additionally, the researcher’s notes and minutes from the first TSC meeting
discuss the formation of the TSC.
The majority of the TSC members felt the process used to develop the TSC was
valid, but also believed that additional members with certain expertise to move the
process along would have been beneficial. The TSC members felt that the committee
consisted of individuals who did their best under difficult circumstances. Although SCS
was the smaller district, the law stating that the merger was a transfer of administration of
the Memphis City Schools to the Shelby County Schools. Because SCS was the receiving
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district, some perceived the fact that SCS had one additional member as a means to level
the playing field and the make up of the committee, four SCS members and three MCS
members, was appropriate to most of the TSC members.
The Procedures
The TSC did not have a blueprint to merge the two school districts. According to
the researcher’s notes and TSC documents they did have a plan that was provided by the
Transition Steering Committee that consisted of 172 recommendations (see appendix A)
to help guide the merger process, but did not outline how the plan was to be
operationalized. The following helps answerer the research question: What processes and
procedures did the Transition Steering Committee (TSC) use to implement the Transition
Planning Commission (TPC) recommendations for the merger of the Memphis City
Schools and the Shelby County Schools?
The members of the TSC developed six transition goals to guide the work of the
group. The transition goals as reflected in TSC documentation were as follows:
1. Provide an excellent education for all students in Shelby County.
2. Create a district that is led by an administrative structure that will serve the
breadth of students and schools in the merged district.
3. Develop a human capital model that will attract and retain strong leadership,
teaching, and nonteaching talent to Shelby County.
4. Identify areas of efficiencies and opportunities to fuel greater academic
investments and ensure the fiscal viability of the merged district.
5. Promote collaboration within merged SCS and between the district and other
stakeholders in our community.
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6. Actively invite input from the community and use that input to shape policies and
decisions.
These transition goals were designed to help the TSC keep the work focused as they
worked through the procedures used to merge the two school districts.
According to TSC documents and the researcher’s notes, the TSC met officially
for the first time August 16, 2012 at the vacated Shelby County Schools Student Services
office on Flicker Street, in Memphis, TN, located behind the MCS and SCS
administration buildings. This vacated office building had a conference room that the
TSC used and could be secured to ensure privacy. The procedures that were to be used to
implement the TPC plan to merge the two school districts had to be developed.
According to the researcher’s notes and TSC documents, to accomplish this the TSC
reviewed a 30 day plan, set norms, and developed the purpose of the committee that
stated the following: The purpose of this committee is to provide the highest quality
education to the students and to transition the two school districts into one by August of
2013. According to the researcher’s notes and TSC documents, for the group to work
effectively a set of norms were developed. These norms were the “rules of engagement”
to help facilitate discussion and debate. The norms of the TSC were as follows: 1) Honor
each other’s time; 2) Start and end on time; 3) Cell phones, iPads, computers will be
turned off; 3) Smart agenda—time limit for each topic; 4) No SCS vs. MCS—must be
open and honest. 5) Privacy—must be open and honest; 6) Will of the group—no
decision by majority vote—come to consensus; 7) Everything is confidential; 8) Respect
each other; and 9) At the end of each meeting have a final statement. The TSC would
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refer to these norms when the work would get off course or there was a conflict. The TSC
used these norms as guiding principals throughout their time together.
The meeting schedule for the TSC was every Thursday, with Friday being
reserved as a possible second meeting day, as stated in the minutes of TSC meetings.
Between meetings, Working Groups would meet in order to prepare to present to the TSC
at their next weekly meeting. According to the researcher’s notes, the TSC found that
more than one meeting a week was needed and scheduled two meetings a week to ensure
that the work would be completed. At the end of each meeting, according to TSC
minutes, the members were assigned “homework” to provide structure and make sure the
needed tasks were completed. A 30-day plan was developed with a group of tasks to be
completed and a TSC member was assigned to each task. The tasks according to the TSC
minutes were as follows: 1) Progress Tracking; 2) TSC Budget; 3) External Support;
4) Communication Plan; 5) Safety and Security; 6) School Capacity and Attendance
Zones; 7) Custodial Services; 8) Transportation; 9) Budget Development; 10) Enterprise
Resource Planning (ERP); 11) Central Office Organization/Job Analysis; 12) Policy
Manual Development; 13) eRate; 14) Student Information Management System; and
15) Food Services—USDA Commodities and Purchasing. These 15 tasks were the
starting point to developing the procedures used to implement the TPC recommendations.
According to the researcher’s notes, interview transcripts, and TSC documents,
the TSC developed a matrix that was used as a progress tracker for each of the 172
recommendations. The matrix listed each of the 172 TPC recommendations and a colorcoded section to let the TSC know if the recommendation had been approved by the
board, was in progress, or if the board would not consider it. Additionally the matrix
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included the target date the recommendation was to go to the board, the TSC lead and
owner of the recommendation, the focus of recommendation, the ease of implementation,
the impact on student learning, and board and staff comments. The progress tracker or
matrix, as it was referred to by the TSC, helped the group track all 172 of the
recommendations and let them know when the district and the board had addressed the
each one. This document was updated and shared with the unified school board at their
monthly meetings.
The TSC developed roles to keep the merger process moving. According to the
researcher’s notes and TSC documents, the Initiative Owner was a member of the TSC
that was accountable for driving the implementation of a specific assigned set of actions
and tasks. The Initiative Owner was not solely responsible for completing each task but
was responsible for monitoring its implementation by the Initiative Lead(s) who were
department heads or leaders in a department whose role was to hold Working Group team
members accountable for completing assigned tasks, celebrating and communicating
successes, and facilitating mid-course corrections when necessary. Initiative Lead was an
appointed role by an Initiative Owner to lead a specific, assigned set of actions and tasks.
The Initiative Lead was responsible for carrying out the owner-assigned tasks and
facilitating the cross-district staff Working Groups necessary to support and ensure
successful task implementation. The Initiative Lead would work in concert with the
Initiative Owner and ensure regular and ongoing communication with the Owner and
Working Groups. Working Groups were appointed by the Initiative Owner and/or Lead
to implement a specific, assigned set of actions and tasks. Working Groups were derived
from both MCS and SCS district staff and they worked in concert with the Initiative
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Lead(s). This process of having Initiative Owners, Initiative Leads, and Working Groups
enabled the work to be shared by both MCS and SCS staff. Each department from both
districts was involved in the Working Group that was assigned to them due to their area
of expertise. The procedures required recommendations to be made to the TSC then the
recommendations were presented to the superintendents and finally to the combined SCS
school board for approval. Table 4 provides a description of procedures established by
the TSC.
Table 4
TSC Procedures and Roles
Role

Description of Procedures

TSC Members

TSC members were charged with being the decision
making body. The Initiative Leads and Working Groups
would bring recommendations to the TSC. The TSC would
attempt to reach consensus. When consensus could not be
reached, the recommendation would go to the two
superintendents for consensusIf the superintendents could
not agree, the recommendation would go to the combined
Shelby County Board of Education for a decision.

Initiative Owner

A member of the TSC that is accountable for driving the
implementation of a specific, assigned set of actions and
tasks. The Initiative Owner is not solely responsible for
completing each task but is responsible for monitoring its
implementation by Initiative Lead(s) and staff within the
system, holding team members accountable for completing
assigned tasks, celebrating and communicating successes,
and facilitating mid-course corrections when necessary.
(Table 4 continues)

(Table 4 continued)
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TSC Procedures and Roles
Role

Description of Procedures

Initiative Lead

Appointed role by an Initiative Owner to lead a specific,
assigned set of actions and tasks. The Initiative Lead is
responsible for carrying out the Owner-assigned tasks and
facilitating the cross-district staff Working Groups
necessary to support and ensure successful task
implementation. The Initiative Lead will work in concert
with the Initiative Owner and ensure regular and ongoing
communication with the Owner and Working Groups.

Working Groups

Appointed by the Initiative Owner and/or Lead to
implement a specific, assigned set of actions and tasks.
Working Groups were derived from both MCS and SCS
staff and worked with the Initiative Lead(s). Working
Groups kept track of initiative progress by way of the TSC
Initiative template, kept the Initiative Lead(s) abreast of
meetings, needs, progress etc., and maintains ongoing
communication with Initiative Lead(s) as appropriate.

Resolution

The Working Groups brought sets of recommendations to
the TSC after they reached consensus. The TSC attempted
to reach consensus and approve the recommendations. If
the Working Group or the TSC could not reach consensus
the recommendation was presented to the two
superintendents for approval. If the two superintendents
could not reach consensus the recommendation was taken
to the school board for approval.

The members of the TSC were questioned regarding the procedures used to
implement the TPC plan and asked if they believed the procedures were valid. Each
member of the TSC was asked the following questions: Tell me what you believe about
the procedures the TSC followed to guide the merger? What do you remember about how
the TSC did its work? Was the process of discussion, recommendation, presentation,
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resolution, and implementation followed? What letter grade (A, B, C, D, or F) would you
give the TSC’s procedures and why?
Member 1, when questioned about the procedures the TSC used to implement the
TPC plan to merge the two districts stated, “ I remember we were incredibly focused,
there wasn’t a lot of down time. I remember us having full sessions and I loved the way
that we went about our work looking at decisions that had to be made.” Member 1
reflected on the matrix used by the TSC to monitor the progress of the work, “I am not
sure where the matrix came from, but we built the matrix and we worked the matrix.”
The location and the number of weekly meetings were significant to member 1, “We
were more successful when we met at the old offices on Flicker Street. We had less
distractions and people were able to make the meetings on a more consistent basis.”
Regarding the number of meetings member 1 said, “We were meeting twice a week. We
had thought about once a week meetings in the beginning but quickly found out we
needed to meet more often.” When questioned about how the TSC went about their work
this is what member 1 said, “I think that the procedures used may have emerged rather
than anything being articulated that was a step-by-step process. That is the way it
emerged.” In reference to the role of the chairman of the TSC, member 1 stated,
“Because the chair is a no-nonsense, hard-charging person, I think oftentimes what we
did was not bogged down in moving the work ahead. In order to move the work along,
you've got to have someone that's just incessant.” There were reasons that the work did
stall at times according to member 1, “From time the process and procedures bogged
down, not of our own choosing, but just because we had a board of twenty-three
members and two superintendents.” This member also gave an opinion on how the work
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would progress, “I think what we thought we were going to do is have discussions, tee up
a decision, make a decision and we'd be working on the next set of issues the next time
around. But the procedures used were right.”
Member 2 reflected on the procedures used by saying “I remember it being pretty
laborious because we didn’t really have a clear plan. It would have been great if we had
been given some type of framework.” Member 2 reflected on how the TSC went about
developing the procedures used to merge the two districts, “We had to build it from the
bones out. I just remember it being so blank slate that I think it caused us a bit of delay.”
Member 2 also mentioned the difficulty the TSC encountered in the beginning, “also,
everyone came, of course, with his or her own vantage points so that it was tough to gain
some traction in the beginning.” Member 2 continued to reflect on the norms the group
set in the beginning; “I think, early on, I remember us building out some norms that we
followed intermittently. In the beginning I think we stuck to it closer than later, I do
remember that.” This member reflected how the discussion between members of the
TSC would take place and how ground rules were established, “there was always to be
the rule of whoever is speaking, wait until they’re done to offer suggestions,
recommendations, and we often defaulted to the Chairman to help guide with resolutions.
Sometimes there was an understanding there, sometimes not.” Continuing to discuss the
procedures used by the TSC to make decisions member 2 stated, “I do remember a lot of
voting for consensus, and that was probably one of our better strategies. You give thumb
up or thumb down, so it was real easy to see who was in and who was out.” Member 2
felt, as the target date for the merger closed in, the work sped up and the process was
compromised, “during the second semester we were running out of time. I don't even
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know in terms of some things if they even got resolution, because that was kind of
murky.” The process was not followed with fidelity as the merger date approached due to
the fact that many decisions had to be made in a short period of time.
Member 3 gave this response to the procedures that were used by the TSC, “we
did have procedures and process in place to guide the work. The TSC would appoint a
Working Group and gather information and report back to the TSC, making
recommendations during their presentation.” The procedures were not always followed
according to member 3, “[in] some instances this was followed, other times it was not,
due to the fact that some on the TSC may have had other agendas.” Member 3 also felt
that time was an issue as the merger date approached, “sometimes the timeline was so
compressed we could not follow the procedures agreed upon.”
Member 4 reflection on the procedures was that “the TSC appointed
recommendation owners for the 172 recommendations. We formed Working Groups.
Then, within those Working Groups we appointed a leader. Then what the work group
did was analyze the recommendations and they either accepted or rejected the
recommendations.” When the recommendation was not approved by the Working
Group, TSC member 4 had this to say, “the Working Group would present to the TSC
and we would either accept or reject the recommendation. We would present it to the
superintendents. The superintendents would accept or reject the recommendation.”
Member 4 discussed how the recommendation would then go to the board for approval.
“It would go on to the board for it to be voted on and the board would either accept or
reject.” When questioned on how the group followed the procedures member 4 stated, “I
think we followed it about 85-90% of the time. I think there were some times as we
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started to get closer to the district being merged procedures were hurried.” Member 4
thought some recommendations may not have been vetted as closely as they should have
been vetted as there was a strong push to get recommendations voted on and approved so
they could meet the deadline of having things in place to merge the district, “even now, I
don't know if the plan is even being considered anymore. I thought the plan was going to
be what would at least guide the district.”
Member 5 felt that the process and procedures were well-organized and stated,
“We went about our work was about as efficient as we could have done.” This member
said there was no way that the 7 members of the committee were able to meet with every
Working Group. Member 5 had this insight regarding the teams that were working on the
TSC initiatives, “for us to be able to put teams together and to identify the elements of the
work they have in common. [The Working Groups] need to tell us what decisions need to
be made and what recommendations need to be made.” Member 5 had the following to
say regarding the process, “[for] many decisions we had to rely on the people doing the
work to get together and then bring us a recommendation, bring us the upside of that
recommendation, bring us the downside of that recommendation.” The TSC struggled
when the groups could not reach consensus. “If their decision or recommendation wasn't
a consensus, they were to bring us the alternative. What's the opposing side saying? We
felt like the jury, sometimes it felt like we would listen to the evidence that they were
bringing.” Budgets had to be considered when the TSC was reviewing Working Group
recommendations, “we were all executive staff members in our respective districts and
we understood things like meeting budget constraints. We didn't have renegade Working
Groups out there making their own decisions that didn't have any oversight, we provided
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that oversight.” Member 5 discussed how the members of the TSC were responsible for
the decisions that had to be made to ensure the merger happened, “we were also the
ultimate decision makers, especially when we didn't have a single superintendent.”
Overall, according to member 5, the procedures were valid, “I think that was the best way
to do the work. Thinking about the efficiency and how to wrestle with thousands of
elements that required a decision, I don't know how else we could have done the work.”
Member 6 felt the procedures progressed over time, “the TSC procedures had
evolved over time. We first talked of trying to put stuff on the board, just what are those
things that we need to do. How do we need to engage people?” This member felt the
TSC modeled some of the process of the TPC, “we’ve somewhat followed a similar
format as the TPC.” The procedures, according to member 6, were developed effectively,
“there was a procedure with regards to how we develop the budget and the inputs that
work to the budget. There was a procedure with regards to the things we needed to make
decisions upon.”
The TSC members felt that the procedures used to implement the plan were valid
but, at times, they may have not been followed consistently. As stated by members of the
TSC this could have been a product of not enough time or, in some instances, agendas
that some on the TSC were perceived as having. With the enormous task of merging all
aspects of the two districts, all members felt the processes used by the TSC were effective
and they did not know of a better way to make the merger happen.
TSC grade. Each member of the TSC was asked to give an overall grade (A, B,
C, D, or F) of the processes and procedures used by the TSC. Grading the work of the
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TSC helped answer the research question: What were the lessons learned by the TSC
members relative to merging two large school districts?
The following are the grades assigned by each member and their rationale for the
grade. Member 1 gave the TSC a grade of C saying, “as glowing as I’ve talked about it, I
think the procedures were good, I do think we could have been more deliberate. I give it a
C because I do not think we got the timeline right.”
Member 2 stated, “I would probably give us a B minus since we were given zero
guidance. There were certainly district mergers in the country but nothing of this scale.”
Time was also an issue in regards the grade member 2 gave, “with the time constraints
we had, we probably rushed a lot of procedures because of time. We were stretched but
met our milestones, we were on time and we did what we were asked to do.”
According to member 3, “I give the procedures a B. It was a good process, but the
problems was that people could circumvent the procedures or change the procedures
when it helped their cause.” Member 3 felt that when the process was followed it worked,
“when the process or procedure was changed in midstream it did not work. Again, the
problem was with who was overseeing the process not the process itself.”
When member 4 was questioned about what grade they would give the process
and procedures used they replied, “I probably would give it a B simply because I think 85
to 90% of the recommendations we did with fidelity. There were probably some that we
pushed heavily and others that we did not address.”
According to member 5, “I would give the process and procedures an A. I think
the defined process and procedures, Working Groups, bringing a recommendation,
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bringing a question or making a decision quickly, that was about as efficient as you could
get.”
When asked about grading the process and procedures member 6 stated, “I’ll give
them a strong B. As I said early on, the TSC evolved over a period of time so I would not
give them as good a grade at the beginning.”
The TSC members felt the procedures were valid based on the fact that there was
not a previous merger of this scale to use as a guide. The members of the TSC were
dedicated to the procedures and felt when it was carried out with fidelity the procedures
used worked extremely well. Taking an average of the grades given by each member of
the TSC nets a B average in regards to the processes and procedures used to merge the
two school districts. The researcher’s notes and TSC documentation provided an
overview of the TSC procedures and the TSC members agreed that these procedures were
appropriate to merge the two school districts.
Consultants. Consultants played a role in the merger and attempted to drive the
decision making process. The TSC completed their work with input from consultants, but
did not allow the consultants to trump the decisions of the TSC. The role that consultants
played in the merger was a topic that divided the members of the TSC. This section
provides clarity to the research question: Which factors, if any, did the TSC members
perceive as being least influential?
The TSC had robust discussions in their early meetings regarding the use of
consultants. The first reality was the two school districts did not have funds to hire
consultants or additional personnel to assist with the work. According to TSC documents
and the researcher’s notes the TSC determined after much debate that consultants were
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needed to assist with project management. Shelby County Schools created a request for
proposal (RFP) on September 25, 2012 for consultant services. Two groups responded to
the RFP and made presentations to the TSC—The Parthenon Group and Boston
Consulting Group (BCG). According to TSC minutes, both BCG and The Parthenon
Group were retained to assist the TSC. BCG’s role was to consult with the TSC and
provide project management for the group. The scope of work that BCG was tasked with,
according to TSC documents, included:
! Creating and supporting a project management process; developing and implementing
a change management strategy
! Designing and executing a new central office organization
! Developing enhanced purchasing processes
! Evaluating and possibly moving to an outsourced model for transportation services
and custodial services
! Facilitating the closure of schools
! Communicating processes and needs to all stakeholders
! Modeling enrollment projections for 2013-2014 through 2015-2016
! Redesigning the organizational processes to implement the Transition Planning
Commission’s “Multiple Achievement Paths” model
! Implementing a new performance based compensation model
! Designing a new “Office of Innovation”
! Identifying and coordinating an operational impact of the merger
! Reviewing and recommending a Warehousing and Logistics operation
! Reviewing and recommending a Fixed Assets/Inventory Control operation
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! Identifying legal issues and proposing a legislative action plan for the Board
! Creating a plan to communicate and partner with external supporters to add resources
for student learning
The Parthenon Group was contracted to continue the work of the Teacher
Effectiveness Initiative (TEI) and expand the work to the Shelby County School district.
The Parthenon Group had previously been working with MCS on TEI, with funding
coming from the Bill and Melinda Gates Foundation grant. The Memphis philanthropic
community provided the funding for BCG to work on the implementation of the TPC
plan and the Bill and Melinda Gates Foundation provided the additional funding to
continue the TEI expansion work. It is noted that BCG also consulted for the Transition
Planning Commission in developing the merger plan with funding also coming from the
local philanthropic community.
When questioned regarding the role consultants had in working with the TSC the
members had mixed reviews. The majority felt that project management was needed to
complete the task since the two districts did not have dedicated staff to focus exclusively
on the merger. As noted in many of the TSC members’ comments the difficulty was
managing the merger while still being responsible for their “day job.” As stated by
member 3, “we all had day jobs and the responsibility to merger the two districts, this
was tough.” Member 2 reflected on the hours spent doing two jobs, “we worked on the
merger all day and then we did our day jobs at night.” Member 6 had a feeling of being
overwhelmed at times, “you cannot keep the pace that we were working at doing your
day job and merging the two districts, no one seemed to recognize the amount of work
we were doing.”
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Most members of the TSC felt the need for project management help. member 1
stated, “I think the consultants that we needed were more project management
consultants to help drive the work.” Member 2 felt that the work would not have been
completed without the help of consultants, “we needed them, and I do not think that the
seven of us could have patched together such a massive challenge.” Member 3 felt that
the consultants added value in the area of fact finding, “I’d like to think that one of their
roles was data mining, fact gathering, and meeting and interviewing people.” Member 5
was a strong advocate for consultants to assist with the work, “I know there weren’t
people in either district that had the expertise to do that nor had the time. Neither district
had people just sitting around waiting for work to do.” Member 6 stated, “BCG helped
the TPC and we had no choice other than to get help from BCG because the only people
that could pay for them was philanthropy [sic].” Member 6 did say the TSC needed
consultant help but they were not sure that BCG was the correct choice, “We always
needed consultants and we needed the right consultants and I am not sure BCG was able
to bring everything we needed.”
The members of the TSC were questioned to find out if the TSC would have been
more effective or less effective with the consulting groups that were hired. There was a
mixed response among the members. Some felt strongly that the consultants were
effective while others were not so sure. Member 1 had this to say regarding the
effectiveness, “I think there was concern, not only was BCG driving the work of the TPC,
but they were trying to drive the TSC work and we weren’t going to let them do that.”
Member 3 felt that the consultants overreached, “we did not need the consultants making
the decisions. Sometimes it seemed they had meetings that the members of the TSC did
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not know about and some decisions were driven by consultants.” Member 4 felt strongly
that the TSC could have functioned without consultants, “I think the TSC could have
been just as, if not more, effective with or without consultants, in my opinion. I think we
had to go back and clean up a lot of their work.” Member 6 was concerned with whom
the consultants answered to since they were not hired by either district, “they were hired
with money that came from outside the school districts, and we’ve voiced concern right
up front with regards to intent, and they did nothing to change that impression.” Member
6 also felt that the consultants “lacked experience in the sense that they had a theoretical
perspective of how school districts work but not practical experience.”
Two members of the TSC had a different perspective on the effectiveness of
consultants. Member 2 felt the TSC would not have succeeded without their assistance,
“we would not have met the milestones, and we would not have opened the doors as a
unified district without them. I think they were effective. For the most part they were
knowledgeable and worked really hard.” Member 5 felt the work the consultants did was
effective, “to have somebody to just keep track of the work was huge and having an
impartial thought partner to help us wrestle with some of the big tough issues was
valuable.” This member was aware of the perception that some had regarding the outside
influence, “I think they were suspect. Some board members did not want them involved
and saw them as tainted and opinionated, but I never sensed that from [the consultants].”
Member 5 also had an understanding of the intent of the consultants as it related to their
work with the TPC, “did they help steer us to those recommendations? Yes, absolutely
they did because they invested a lot of time and energy in helping the TPC come up with
those recommendations.” The work of consultants was probably the most polarizing
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aspect of the work of the TSC. The TSC members knew with such an enormous task that
help was needed. The problem was that some felt they had an agenda that was not driven
by the two districts.
Leadership
The glaring issue to all members of the TSC was the lack of a single leader.
During the majority of the work of the TSC, SCS, and MCS each had a superintendent
that had to agree when the TSC reached an impasse. This dual leadership model was most
difficult for the TSC to move the work along. Having a 23-member school board, with
two superintendents attempting to work with the board, the TSC and each other, proved
difficult. Leadership was a factor and provides an answer to the research question:
Which factors, if any, did the TSC members perceive as being most influential?
The researcher’s notes stated that during the work of the TPC, Dr. Jesse Register
Superintendent of Metro Nashville Schools, presented to the group at one of their early
meetings. Dr. Register was involved in the consolidation of Hamilton County and
Chattanooga City Schools in 1997. His advice to the TPC was for the school board to
immediately hire a superintendent. He stated that you needed one person to lead the
merger and not having that one decision maker would be extremely difficult. According
to the researcher’s notes, some felt that Dr. Register was positioning for the job but his
intent was found to be straightforward; you must have one leader. The TSC found that
having two decision makers crippled the work in some areas.
The TSC attempted to have the two superintendents work together on merger
issues. According to TSC agendas, minutes, calendars, and the researcher’s notes, the
procedures included the superintendents meeting with TSC on a weekly basis for updates
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and to reach consensus on decisions made. This proved to be difficult at best due to the
differences in the two superintendents. According to TSC calendars and the researcher’s
notes, on numerous occasions the TSC requested the two superintendents to design an
organizational structure for top leadership positions in the district. Each completed this
task but their designs were very different. The TSC gave the superintendents deadlines to
bring back a harmonized organizational chart that they both agreed on and they were not
able to do this. According to the researcher’s notes, this proved frustrating to the TSC
members with one member telling the superintendents “this is unacceptable.” This did
not go over well with the two superintendents, since each member of the TSC worked for
the superintendents. This was an example of the time sensitive nature of the work
because the TSC needed the organizational structure to begin designing the central office
structure. Without the design of the central office and the naming of top administrative
positions the work of the TSC was stalled.
Both superintendents were in a difficult position due to the fact that they
represented either MCS or SCS. Some felt that since this was a transfer of administration
that the SCS superintendent should be named, while others felt that since MCS was larger
the MCS superintendent should be named. Some on the TSC felt that neither
superintendent would be named as the superintendent of the merged district. According
to member 1, “what you had were two superintendents, neither of whom was going to be
the lead on this and were not in the room when the majority of the TSC discussion was
taking place.” Member 5 felt that the school board’s failure to name a leader was
detrimental to the process, “first and foremost there is the school board’s inability to
choose a leader and to shackle us with two superintendents.” Member 3 had similar
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feelings, “we needed one superintendent to lead the merger process. Without one leader
our work was that much more difficult.” Member 6 noted the negative impact of not
having leaders for each department named earlier in the process, “we needed to know
who was going to head up this place. We needed to know who was going to be the CFO.
We had two of everything, two people were in charge of one department, including two
superintendents.” Leadership was a concern of member 5, “I think looking back in a
perfect world if there [would have] been one superintendent that was clearly named, even
if the other one were a co-superintendent until some date to help make the merger work
happen.” Member 5 continued, “if we had known early on this [sic] is going to be the
superintendent, even if it wasn't one of the two, I think it would have been appropriate for
that person to have a role in the TSC work.”
Without a clear leader, the TSC was able to make many decisions, but the major
decisions regarding the district needed the approval of the superintendent. The two
superintendents stepped down, Kriner Cash in January of 2013 and John Aitken in March
of 2013 and Dorsey Hopson, General Counsel for MCS, was named interim
superintendent in March of 2013, three months before the central staffing was to be
completed and four months before the start of the school year. The staffing was
completed and the schools opened August 5, 2013. In the words of member 6, “I think
that dual leadership and then lack of leadership hamstrung the work.”
Culture
Merging two distinctively different school districts proved to be a challenge
when looking at the culture of the two districts. Culture was a factor that proved to most
influential in the merger. With MCS being a large urban district and SCS being a smaller
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mostly suburban district, the melding of the two cultures was not addressed. The time
spent together and the stress of the work helped the TSC become a more harmonious
group but that did not necessarily translate to the larger organization. The greater task of
melding the cultures of the two districts on a broader scale proved to be more
challenging. According to member 3, “culture was what needed to be addressed among
the TSC members. We all had different thoughts and different cultures within our
districts.” The following provides clarity around the research question: Which factors, if
any, did the TSC members perceive as being most influential?
The TSC members were aware of the MCS vs. SCS issues that created difficulty
from time to time. According to the researcher’s notes, each district was working
extremely hard for the children of their respective districts and they felt the process and
procedures they were using were the best. The TSC was charged with bringing the best of
both districts and looking at new ways of doing business according to TSC
documentation. Trust was an issue at first but, with time, the teams built better
relationships and were not as defensive with each other. As stated by member 1, “there
was a bit of SCS camp and MCS camp and some saw themselves as the defender of their
district.” This changed over time and member 1 reflected, “as we got to know each other
better the level of trust grew over time and our thoughts were not as partisan.” Member 1
continued, “But in terms of the merger, when the judge first had the ruling and we knew
we were gong to have to get together, I think there was denial and I think some are still in
denial even now.” One member put the work of the TSC coming together as a reflection
of the broader community, “I think [the TSC] was reflective of the Memphis community.
It wasn’t just about the district it was about the history and relations in the area that has
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challenged us with trust due to the poignant historical happenings.” One member felt that
the MCS vs. SCS issues could elicit strong emotions, “At times it made me angry due to
the fact that change is not organizational it is personal.” This member felt the
responsibility to defend their colleagues, “How does this decision affect me and the
people that I am advocating for?” Member 4 felt that each district believed that their way
was the best way, “I believe that every person in that room thought that the way their
organization was doing what ever the topic of the day was, was the right way or they
wouldn’t be doing it that way.”
Trust was seen as something that was gained over time between the members of
the TSC. According to member 4, “I think that as time went on, trust was gained based on
getting to know each other as people and gaining an understanding of each other.”
Member 5 reflected on the issue of trust, “I think trust was a major issue throughout the
process up until the day of the merger.” According to member 6, “trust was built over
time, it was interesting to see the cultures come together.” The two districts made an
attempt to address the culture issue by having a gathering of central office staff in the
courtyard between the SCS and MCS offices. Member 6 stated, “that was the first
meeting of the two cultures, once you break bread together you realize you are not too
much different.” The TSC was an example of how trust was built over time. The staff of
the two districts struggled with this since they were not engaged with their counterparts in
the other district at same level as the TSC. Member 4 stated, “you gain a better
understanding of each other’s intentions through communication, collaboration, and
spending time together on the work.”
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Taking two distinctly different cultures and having them mesh was a challenge for
the organization. According to the TSC documentation, the TPC plan called for a 25%
reduction in central office staffing, creating a tremendous amount of stress for the staff
that was charged with merging the two districts. According to the researcher’s notes,
many wondered if they would have a job at the end of the day. Member 3 acknowledged
this when they stated, “knowing that one in four people would be given a pink slip at the
conclusion of the work was difficult for most.” Member 1 reflected, “you had two of
every thing including superintendents. We all knew there would be casualties at the end
of the day.” This created a working environment that was difficult to overcome and at
times was counterproductive to the work of the TSC. Member 5 felt that the TSC was
faced with such emotional decisions that effected so many people that the group needed a
calming voice, “one member of the TSC served as the counselor of the group helping
people talk through emotion versus logic.” The ability to handle the stress had an impact
on the group. The difficulty of the work, along with the inability to address the cultural
differences of the two organizations, was taxing on all involved.
Timeline
Time was a major factor during the merger process. With the threat of municipal
schools, a superintendent not being named and a compressed timeline, the members of
the TSC felt the time allocated to merge the two districts was unreasonable. The amount
of work that had to be completed to merge the two districts was enormous. TSC had a lot
to accomplish between August of 2012 and July of 2013 when the two districts would
become one. The following helps answer the research question: Which factors, if any, did
the TSC members perceive as being most influential?
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When questioned about influential factors member 1 talked about the time
pressure, “The challenges of merging two districts are big enough to where [sic] we
needed more time.” Member 1 continued, “I tell you we had many challenges and a lot
of long nights.” Member 2 was concerned with the amount of time it took to do the
merger work while still managing day-to-day responsibilities, “I remember it being
chaotic because we were not just doing the merger work, we all had a full load of work in
demanding districts. I absolutely remember having a tough time balancing all of it.”
Member 3 had similar feelings, “we all had day jobs and the pressure to merge the
districts and keep up with our daily work was difficult.” According to member 4, “the
timeline was unrealistic, if we had more time we may have been able to do a better job.”
This member also felt that the processes were not followed with fidelity closer to the
merger date due to the lack of time, “towards the end we were making decisions in the
best interest of time, things were going so fast we just had to complete the task.”
Member 4 recalled a discussion regarding the thought of the two superintendents and the
TSC going to Judge Mays to request an extension for the merger date, “we kicked the
idea around and probably should have requested more time from Judge Mays.” Member 5
stated, “we made some decisions that were temporary due to the amount of time, we
knew that they would need to be reviewed down the line.”
The amount of time and effort to complete the task was enormous and the
members of the TSC did the best they could under the circumstances. A tremendous
amount of work was completed in a short amount of time and the TSC reached their goal
of having one school system July 1, 2014. As stated by one member of the TSC, “we
made decisions in the best interest of kids on the whole. Looking back that is what I am
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most proud of.” The pressure to merge the two districts in a short period of time was
difficult and created issues that would have to be addressed once the merger was
complete.
Summary
Chapter 4 described the researcher findings as a result of the study into the
processes and procedures used to merge the Memphis City Schools and Shelby County
Schools. Data and information were presented in the form of interview responses of the
members of the TSC while cross-referencing notes and TSC documents where
appropriate. This triangulation of data points helped the researcher answer the research
questions around which this study was designed. The answers to the research questions
provided a TSC perspective on the process and procedures used to merge the Memphis
City Schools and Shelby County Schools.
Chapter 5 includes the findings of this research around the themes that were
discovered through this study. Recommendations related to large school district merger
will be provided, as well as the implications for best practices for other districts that are
considering merger will also be discussed.
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Chapter 5
Summary and Recommendations
The researchers goal for this study was to examine the processes and procedures
used by the Transition Steering Committee (TSC) to merge the Memphis City Schools
and Shelby County Schools. The TSC was comprised of seven members selected by the
two superintendents from both school systems. The researcher was a member of the TSC
and was provided a unique opportunity for this research project. Having first hand
knowledge of the processes and procedures used by the TSC, along with the researcher’s
notes, TSC documents, and interviews with members of the TSC, provided a rare
opportunity for this study. The purpose of the TSC was to ensure that the merger of the
two districts would be completed by July 1, 2013. The TSC was provided a plan, created
by the Transition Planning Commission (TPC), consisting of 172 recommendations that
were developed to guide the merger process. The TSC was charged, over an 11-month
period, to effectuate the merger of the two districts and ensure that all aspects of the
system were up and running on day one.
Statement of the problem
The complexities involved in combining two large school systems are issues that
have not been considered by most educators. The task of creating one of the larger school
districts in the United States is one that required effort and time by all participants. The
historical significance of this event and the implications to the educational community
were profound and should be studied to provide information to other school districts in
regard to school consolidation. The processes and procedures to merge school districts of
this scale have never been defined.
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Research Questions
The purpose of this ethnographic case study was to describe the TSC’s processes
and procedures implemented to merge the Memphis City Schools with the Shelby County
Schools from August 2012 until July 2013. Specifically, the questions the researcher
attempted to answer were:
! What%processes%and%procedures%did%the%Transition%Steering%Committee%(TSC)%use%%
to implement the Transition Planning Commission (TPC) recommendations for the
merger of the Memphis City Schools and the Shelby County Schools?
! What were the lessons learned by the TSC members relative to merging two large
school districts?%
! Which factors, if any, did the TSC members perceive as being most influential?%
! Which%factors,%if%any,%did%the%TSC%members%perceive%as%being%least%influential?%
! What%themes%did%the%data%analysis%reveal?%
Personal reflections, interviews of TSC members, personal notes, and TSC
documents were used to describe the processes and procedures that were used to merge
the two school systems which was the focus of this study. The study examined the
processes and procedures used by the TSC to merge the two school systems from the
perspective of the members of the TSC.
Themes
After reviewing the interviews, notes and documentation, categories were
developed and coded. From the coded material the researcher was able to determine
themes. According to Adams et al. (2007), “identifying and refining important concepts
is important to the iterative process of qualitative research” (p. 328). A three-stage
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“process of cultural theory building” was followed as data was analyzed to identify
specific items, then patterns were discovered in those items, and finally the relationships
were determined in those patterns (LeCompte & Schensul, 1999). Themes were
developed through both an inductive approach and an a priori approach (Ryan & Bernard,
2003). As the interviews, documents, and researcher’s notes were analyzed, the
researcher looked for themes to emerge that answered the research questions. Research
question five states: What themes did the data analysis reveal? The themes that were
developed from this research were: 1) A structure must be in place to guide the merger;
2) Leadership is critical at every phase of the process; 3) Culture must be addressed if the
two organizations are expected to work together effectively; and 4) An appropriate
amount of time is needed to merge two school districts. Merging two large school
districts requires a tremendous amount of time, energy, and expertise by those involved.
The Experience
The members of the TSC were district leaders in their respective systems. They
accepted their role on the TSC and grasped the importance of the work. All of the
members of the TSC felt the experience of being a member of the group was extremely
challenging but professionally rewarding at the same time. In regards to the experience,
various members of the TSC expressed the following; “I wouldn't have missed that for
anything! I think all of us were given an incredible opportunity.” “It was an honor to be a
part of it.” “The experience that I gained was priceless. It was a great opportunity.”
“When I look back at the entire process, it was grueling to say the very least, but positive.
I feel very privileged to have been a part of it.” The reflections by members of the TSC
on the experience helped answer the following research question: What were the lessons
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learned by the TSC members relative to merging two large school districts? All six
members of the TSC agreed that even though the work was difficult, the overall
experience was rewarding.
Members of the TSC had to set aside differences and this happened over time.
“There was a bit of SCS camp and MCS camp and some saw themselves as the defender
of their district.” The relationship between members of the TSC may have become trying
at times but they felt a sense of respect and collegiality among the group. This sense of
respect grew as the members built relationships among members of the TSC. The TSC
members came from different districts with different experiences and perspectives but
they all pulled together to ensure that the merger happened in the time prescribed and in
the best interest of students. As stated by members of the TSC, “We’re here to serve kids
and we made sure that kids were put first.” “We were willing to work together to serve
kids.” No member of the TSC volunteered for this work, they were all appointed. They
took the work serious and were able to build relationships with other members of the
TSC. Students were the focus as the TSC went about the task of merging the two
districts. They were committed to put their differences aside to ensure that every student
in the merged district had access to a quality education. The purpose of the TSC, as stated
in TSC documentation, was to provide the highest quality education to the students and to
transition the two school districts into one by August of 2013. The TSC developed six
transition goals, the first of which was to provide an excellent education for all students
in Shelby County. The purpose and the goals exemplify the commitment of the group to
keep the students as the focus.
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The Process
The Transition Steering Committee (TSC) was a team created by the two
superintendents to operationalize the Transition Planning Commission (TPC) plan. This
research attempted to answer the question: What processes and procedures did the TSC
use to implement the TPC recommendations for the merger of the Memphis City Schools
and the Shelby County Schools? According to responses by the TSC members to the
interview question regarding the process used to develop the TSC there was not a formal
process used to develop the TSC. The two superintendents agreed to the membership of
the TSC with SCS having four members and MCS having three members. The members
of the TSC were asked if they thought the processes were fair and if there could have
been a better way to develop the TSC. Some members perceived the unbalanced
representation (SCS had four representatives and MCS had three representatives) as
being unfair. In the end, however, the members of the TSC felt the composition of the
TSC was appropriate since the group had to reach consensus for a recommendation to
move forward. Various members of the TSC had the following thoughts on the processes
used to develop the TSC. “I think the process used to develop TSC was one born out of
necessity.” “We always talked about the way that Shelby County, getting the plus one,
was a question.” “I think that there was a certain level of trust among the two
superintendents in regards to the makeup of the TSC.” “I don't know how you could
come up with a better split.” “Things came together fairly well and the two
superintendents decided upon the best level of representation.” The majority of the TSC
members felt the process used to develop the TSC was valid, but could have had
additional members with certain expertise to move the process along. It was mentioned
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that one of the district’s chief financial officers or staff attorney would have been helpful
in moving the work along.
The Procedures
One question this research attempted to answer was: What processes and
procedures did the Transition Steering Committee (TSC) use to implement the Transition
Planning Commission (TPC) recommendations for the merger of the Memphis City
Schools and the Shelby County Schools? The TSC did not have a blueprint to merge the
two school districts. The TSC did have a plan that was provided by the TPC consisting of
172 recommendations that helped guide the merger process, but it did not outline how the
plan was to be operationalized. The TSC soon found out that there were more than the
172 recommendations that had to be addressed. The TPC plan was an outline but not a
blueprint to merge the districts.
A procedure was developed by the TSC to ensure that the merger happened in the
time prescribed by the courts. A series of Working Groups were developed and they were
tasked with reviewing and developing recommendations to be presented to the TSC. The
Working Groups consisted of school district personnel from both MCS and SCS who had
expertise in a specific content area. Their task was to work together and bring a
harmonized recommendation to the TSC for consideration. TSC documentation provided
the steps to the procedures used by the TSC to complete the task of harmonizing all
aspects of the two districts. The steps to the procedures used by the TSC included the
following:
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1) The TSC would assign a member to be an Initiative Owner. The Initiative Owner
was responsible for driving the implementation of specific, assigned sets of
actions and tasks.
2) The Initiative Owner would appoint an Initiative Lead to lead a specific, assigned
set of actions and tasks. The Initiative Lead was responsible for carrying out the
Owner-assigned tasks and facilitating the cross-district staff Working Groups
necessary to support and ensure successful task implementation.
3) Initiative Owner and/or Leads would develop Working Groups to implement
specific, assigned set of actions and tasks. Working Groups were derived from
both MCS and SCS district staff and worked in concert with the Initiative Lead(s).
4) The Working Groups would bring a set of recommendations to the TSC after they
reached consensus. The TSC would attempt to reach consensus and approve the
recommendation. If the Working Group or the TSC could not reach consensus the
recommendation would be presented to the two superintendents for approval. If
the two superintendents could not reach consensus the recommendation was taken
to the school board for approval.
Various members of the TSC had the following to say regarding the procedures
used by the TSC: “We had to build it from the bones out, there was not blueprint.” “We
did have procedures and a process in place to guide the work, but sometimes the timeline
was so compressed we could not follow the procedures agreed upon.” “The way we went
about our work was about as efficient as we could have.” “The TSC process and
procedures had evolved over time.” The TSC members felt that the procedures used to
implement the plan were valid, but at times they may have not been followed
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consistently. As stated by members of the TSC the inconsistence could have been a
product of not enough time to complete the work with fidelity. With the enormous task of
merging all aspects of the two districts, all members felt the processes used by the TSC
were effective and they did not know of a better way to make the merger happen.
Leadership
The answer to the research question regarding lessons learned and themes that
emerged from the data revealed that leadership was a concern during the merger. The
glaring issue to all members of the TSC was the lack of a single leader. During the
majority of the work of the TSC, both districts had a superintendent and they needed to
work together and resolve issues when the TSC reached an impasse. This dual leadership
model was the most difficult hurdle for the TSC to move the work along. A 23-member
school board and two superintendents attempting to work with each other, the board, and
the TSC proved difficult. According to various members of the TSC, leadership or lack of
leadership created issues in moving the work forward. “What you had were two
superintendents, neither of whom was going to be the lead on this and were not in the
room when the majority of the TSC discussion was taking place.” “First and foremost
there is the school board’s inability to choose a leader and to shackle us with two
superintendents.” “We needed to know who was going to head up this place.” “I think
that dual leadership and then lack of leadership hamstrung the work.” Without a clear
leader the TSC was able to make many decisions, but the major decisions regarding the
district needed the approval of the superintendent. The lack of one decision maker created
many of the issues the TSC encountered.
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A major issue that the two superintendents could not agree on was what the
organizational structure would look like. Each superintendent had a strong belief in how
the senior leadership should be structured and they could not agree on a design.
According to TSC documentation each superintendent had a different organizational
structure. One superintendent had a strong belief that a district of this size needed a
deputy superintendent while the other superintendent felt that a deputy was not necessary.
This lack of agreement on the organizational structure stalled the work of the TSC in the
area of staffing the merged district since there was no defined leadership for each
department. Not having a leader to make decisions when the work stalled was detrimental
to the merger process and created unnecessary delays.
Not knowing who was going to lead the district created a lack of direction that
was needed. With the TPC recommendation calling for a 25% reduction in the central
office staffing, a difficult working environment was created. It was challenging to have
groups of people working to merge the district while not knowing if they would be a part
of the district once the merger was complete. The lack of leadership during this difficult
time exacerbated the stress. With one leader in place, decisions regarding who was going
to be in the senior leadership positions could have been made in a timely manner creating
a smoother transition.
Culture
In analyzing the data from the research a theme that emerged was that the TSC
was not able to address the cultural divide between the two districts. Merging two
distinctively different school districts proved to be a challenge when considering the
culture of the two districts. MCS was a large urban district and SCS was a smaller mostly
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suburban district and the melding of the two cultures was not addressed. Various
members of the TSC discussed the cultural divide. “Culture was what needed to be
addressed among the TSC members. We all had different thoughts and different cultures
within our districts.” “There was a bit of SCS camp and MCS camp and some saw
themselves as the defender of their district.”
Members of the TSC also brought up the issue of trust, “I think trust was a major
issue throughout the process up until the day of the merger.” Trust between members of
the TSC was built over time but trust among members of the two districts was not built.
This lack of trust building impacted the meshing of the two cultures. Taking two
distinctly different cultures and putting them was a challenge for the organization. The
ability to handle the stress also had an impact on the group. The difficulty of the work,
along with the inability to address the cultural differences of the two organizations was
taxing on all involved.
The TSC did realize that culture needed to be addressed. The issue was that with
all the work that had to be completed in a short period of time, the TSC had to place the
work around culture at a low priority. Addressing the cultural issues between the two
districts would have provided a stable environment for change to take place. However, in
not addressing culture at any point in the process, the work was made that much more
difficult. You can merge two department structures or business rules, but it is much more
difficult to merge two distinctively different cultures. This was one area of the merger
that was overlooked and should have received more attention. With a lack of
consideration to the two cultures and the human factor that was involved with the merger,
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the two districts struggled to maintain a sense of togetherness when adversity arose.
Culture should not be overlooked during the merger process.
Timeline
A theme that emerged from this research was the TSC did not have enough time
to complete the merger as effectively as it had hoped. The committee members needed
time away from their day jobs to do the merger work of the TSC. With the threat of
municipal schools, a superintendent not being named, and a compressed timeline, the
members of the TSC felt the time allocated to merge the two districts was unreasonable.
With the TPC giving the TSC 172 recommendations and the TSC determining many
more areas that the TPC plan did not address, the TSC did not have sufficient time to
complete the work as efficiently as they would have liked. Various members of the TSC
had this to say regarding the timeline: “The challenges of merging two districts is big
enough to where we needed more time, I tell you we had many challenges and a lot of
long nights;” “We were not just doing the merger work, we all had a full load of work in
a demanding districts;” “ We all had day jobs and the pressure to merge the districts and
keep up with our daily work was difficult;” “The timeline was unrealistic, if we had more
time we may have been able to do a better job.” The amount of time and effort to
complete the task was enormous and the members of the TSC did the best they could
under the circumstances. Juggling the work of the merger along with the day-to-day
responsibility of each TSC member was a challenge. More time would have helped the
process and created a more stable transition. The TPC worked 18 months creating a plan
of 172 recommendations. The TSC had less than 12 months to operationalize the TPC
plan plus all other areas that need to be harmonized that the TPC did not address. This
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proved to be difficult at best and created obstacles for the TSC. Even with these
obstacles, a tremendous amount of work was completed in a short amount of time and the
TSC reached their goal of having one school system July 1, 2013.
Recommendations
The purpose of this ethnographic case study was to describe the TSC’s processes
and procedures implemented to merge the Memphis City Schools with the Shelby County
Schools from August 2012 until July 2013, along with best practices used to merge the
two school districts. Results of this research can be used by school districts that are facing
a merger. Themes revealed from this research and can provide insight into the merger
process and help define best practices. The recommendations are as follows: 1) A
structure must be in place to guide the merger. The formation of a committee that is
developed with a defined process to ensure that all the appropriate expertise is
represented is critical. A set of procedures needs to be outlined and followed with fidelity
to ensure that the merge work stays on track and all aspects of the merger are addressed.
Members of the TSC felt the work was extremely challenging and they had a tremendous
sense of responsibility to do the work in the best interest of students. Making decisions
that benefited children emerged as a primary concern and a defined set of processes and
procedures helped the group keep focused. 2) Leadership is critical at every phase of the
process. The leader of the district must be named early in the process to provide vision,
stability, and direction for the merged district. The need of a single decision-maker is
critical to ensure all merger related activities are on track and to guide the merger
process. The TPC called for a 25% reduction in central office staffing which created
challenges that a single leader could have addressed. Naming the senior leadership team
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quickly and ensuring that each member of the central office had a role in the new merged
district would have created less angst among the staff that was working to merge the two
districts. The personnel reduction of 25% could have been addressed over time as staff
exited the district. As some might not have accepted their new role in the merged district,
much of the reduction may have worked out without staff cuts. A leader that was named
early in the process could have addressed these types of issues and others, creating
stability during difficult times. Leadership is a critical component to large mergers due to
the complex nature of the work. The district must name a single leader early in the
process to ensure success of the merger. 3) Culture needs to be addressed during and
after the merger. The members of the TSC were willing to set aside personal differences
to ensure the merger was completed in an effective and efficient manner, keeping
students as the focus. This did not happen at all levels of the organization. Assuming two
organizations that have been operating independently can merge and become a cohesive
entity with out an intentional effort to address culture is erroneous. The mechanics of
merging two large school systems is difficult, but if culture is not addressed during and
after he merger process the work can become unraveled. The mechanics of taking two
districts and making them one can be accomplished, but if you expect the new
organization to operate effectively culture must be addressed. The leadership of the
district must be intentional in addressing the cultural differences of the two districts. This
is an ongoing process that needs to start well before the merger and continuing well after
the merger in completed. Creating an office to address these issues would be a wise
investment to ensure the new merged district develops a healthy culture. 4) An
appropriate amount of time is needed to merge two school districts. With the
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complexities of any merger, the team that is tasked with leading the merger effort needs
time and support to complete the task effectively. The inability to make critical decisions
in a timely manner will stall the work. If decisions are made to ensure a deadline is met
and the deadline is unreasonable, the quality of the work will suffer. Having time to make
critical decisions and create a new organization is paramount to the success of the
merger. Any organization that is facing a merger needs to start as soon as possible on the
work of the merger. Many times organizations do not start the merger work in a timely
manner and they are forced to play catch-up as the merger deadline approaches. When
this happens decisions are made in the best interest of time rather than in the best interest
of the organization.
There must be a structure in place to guide the merger, leadership must be
established early, cultural differences must be addressed, and the timeline cannot be so
compressed that decisions cannot be made using sufficient data. These are the critical
areas that need to be addressed early in the merger process to ensure the best chance for a
successful school district merger. If these three areas are not addressed early in the
merger process it will be extremely difficult to merge the two districts in an effective and
efficient manner. Merging two school districts is always going to be difficult work no
matter the circumstance. If the districts address leadership, culture, and timeline, early in
the process, the opportunity for success will greatly increase.
Suggestions for Further Research
Although there was some research on school merger, the researcher was unable to
find any studies relating to the best practices, processes, and procedures used to merge
two large school districts. With the complexities and uniqueness of the Memphis City
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Schools and Shelby County Schools merger there are many opportunities for further
study. The impact of the merger in creating municipal schools, the impact on student
achievement, how leadership impacted the merger process, and how to address culture
when merging two school systems are just a few opportunities for further research. In
addition, a study could be conducted to determine if the recommendations made by the
TSC were followed and what impact they had on the school district. Finally, research
could be conducted to examine if the merger was successful in improving educational
outcomes for the students of Memphis and Shelby County.
Summary
Chapter 5 included the findings of this research in examining the process and
procedures used to merge the Memphis City Schools and Shelby County Schools. The
statement of the problem and the research methodology were reviewed along with
emergent themes. Themes were analyzed to provide recommendations related to school
district merger. The researcher identified that a set of processes and procedures needs to
be developed to guide the merger work, leadership is critical to school district merger,
culture needs to be addressed during and after the merger, and an appropriate amount of
time is needed to merge two school districts. Suggestions for further research were
recommended.
Conclusion
The purpose of this ethnographic case study was to describe the TSC’s processes
and procedures implemented to merge the Memphis City Schools with the Shelby County
Schools from August 2012 until July 2013. The complexities of this historic merger and
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the impact on the education of students in the Memphis and Shelby community are far
reaching.
The research questions the researcher attempted to answer were:
! What%processes%and%procedures%did%the%Transition%Steering%Committee%(TSC)%use%%
to implement the Transition Planning Commission (TPC) recommendations for the
merger of the Memphis City Schools and the Shelby County Schools?
! What were the lessons learned by the TSC members relative to merging two large
school districts?%
! Which factors, if any, did the TSC members perceive as being most influential?%
! Which%factors,%if%any,%did%the%TSC%members%perceive%as%being%least%influential?%
! What%themes%did%the%data%analysis%reveal?%
Being a member of the TSC provided the researcher a unique opportunity to have
access to the other members of the TSC and the inner workings of the processes and
procedures used by the TSC to merge the two school districts. Each member of the TSC
agreed to be interviewed for this research and provided rich details concerning their
experiences and opinions regarding the process and procedures used to merge the two
districts. Through the interview process with members of the TSC, review of TSC
documentation, and the researcher’s personal notes, the researcher was able to determine
themes. The themes that were developed from this research were: 1) A structure must be
in place to guide the merger; 2) Leadership is critical at every phase of the process; 3)
Culture must be addressed if the two organizations are expected to work together
effectively; and, 4) An appropriate amount of time is needed to merge two school
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districts. Merging two large school districts requires a tremendous amount of time,
energy, and expertise by those involved.
The recommendations of this research are that a set of defined processes and
procedures must be developed to guide the merger. Additionally, ensuring that you have
the right members on the merger team and a set of procedures to guide the work is
critical. A school district going through a merger must name a leader early in the process.
During the majority of the work of the TSC no leader of the new district was named. A
single leader needs to design the structure of the organization and be the final decision
maker. With out clear leadership around organizational structure and decision making the
work will not move as effectively and efficiently as it could. The TSC was working with
two superintendents that had different opinions on how the work should move forward.
Leadership is critical to any organization and, if there is a single leader for the district, it
will provide direction for the organization.
Culture is important and needs to be addressed during and after the merger. The
Memphis City Schools and Shelby County Schools had distinctly different cultures and
the work of the TSC and the district leadership did not consider these differences and
take steps to meld the two cultures. Merging two districts can be accomplished but it
takes time and effort to address the cultural divide between the two organizations.
An appropriate amount of time is needed to merge two school districts. Merging
all aspects of two school districts is a monumental task and decisions and procedures
cannot be rushed. The work of the TSC did not take place at the start of the merger
process. The TSC had less than 12 months to complete the task of merging the two
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districts with many decisions being rushed as the merger deadline approached. Time is
critical to ensure an effective merger.
The complexity of the merger created a need for the TSC. The TSC provided a
structure for the merger process and the members of the TSC knew the high stakes that
were involved regarding their work. The TSC successfully completed their task of
combining the two school districts and the merged district opened August of 2013. The
merger of Memphis City Schools with Shelby County Schools will have ramifications for
the Memphis area community for years to come. In the short term, the work of the TSC
was a success as evidenced by the opening of the new district. But time will tell if this
unprecedented merger was successful in the long run. This study examined one aspect
of the merger: the processes and procedures used by the TSC to merge the two districts.
This ethnographic case study of the processes and procedures used to merge Shelby
County Schools and Memphis City Schools could provide a starting point and road map
for school districts that are undergoing or considering merging two or more school
districts.
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Appendix A
TPC Recommendations
1. Utilizing the recommendations presented by the staffs on specific educational topics
(reproduced in Appendix C) as a starting point for making more detailed decisions
through the implementation process in a way that is consistent with the educational
priorities and recommendations outlined here.
2. Shelby County as a community ensures universal access to Pre-Kindergarten for all
four-year-olds in Shelby County provided by a mix of district-run classrooms, Head
Start, and private care centers.
a. The district leads the way in ensuring universal access, by adding 2,500 spaces (125
classrooms) to its Pre-K program over the next five years. This represents enough slots
so that all children (including economically disadvantaged and children with special
needs) not currently participating in a formal Pre-K program have the opportunity to
participate.
b. In this expansion, the district aims to expand Pre-K classrooms in partnership with
organizations that can provide wrap-around support services.
c. The cost of this initiative to the district is $15M-which the TPC recommends phasing
in over five years. This would add 500 spots (or 25 classrooms) per year, adding an
incremental $3M to the budget each year.
3. In addition to expanding access to Pre-Kindergarten for four-year-olds, the TPC
recommends that the community of Pre-K providers – including the district, Head Start,
and private care centers – focus on quality, achieved through:
a. Use of a single research-based Kindergarten readiness indicator to ensure
accountability across all programs, and to establish a baseline from which to set
district-wide goals for improvement.
b. Partnership among the district, Head Start, and private care centers to ensure all PreK programs in Shelby County are high quality, using appropriate research-based
interventions and preparing students for success in Kindergarten.
c. Considering the expansion of effective teaching work in grades K-12 to district-run
Pre-K, supporting the recruitment, staffing, evaluation, and professional development
of Pre-K teachers.
d. Ensuring the district has interventions that address the needs of students who come
to Kindergarten without the benefit of Pre-K educational services.
4. The TPC also recognizes the critical importance of child development during the
ages 0–4. The TPC recommends that the district support community partners,
governmental organizations, health care providers, and service providers (e.g. public
libraries, Books from Birth, Urban Child Institute, Tennessee's Early Intervention
Services, Support and Training for Exceptional Parents) that provide services and
resources to families with children in this age range. Specifically:
a. Serve as an information source about 0-4 programs and services to parents and
families
b. Collaborate with the Tennessee Early Childhood Training Alliance to co-develop
course trainings and professional development for certificated personnel.

127

c. Build a data system that enables integration of data from both the Tennessee
Department of Education and the Tennessee Department of Human Services, so that
data and information relevant to students' early development is captured and used to
provide better support and interventions.
d. Continue to assess students' health at the point they enter the school district for the
first time.
5. Because of the critical importance of partnership among the district, community
organizations, government, public institutions, the faith community and business
leaders in this effort, the TPC recommends that a collaborative of these organizations
serves as the community's advocate for Shelby County's early childhood initiative.
6. The TPC recommends empowering a community collaborative (see more detail in
recommendation 26) to own the tracking of measures of success outlined above and
that:
a. District leaders partner with this community collaborative to build broad stakeholder
ownership of these goals.
b. The district and community collaborative partner in the annual review and
communication of progress regarding these goals.
7. Additionally, the district should build specific support structures to ensure that
students are fully prepared for college and career success, including:
a. Providing the counselor-to-student ratio to enable counselors to spend more time on
college preparation, planning, applications, and financial aid. This recommendation
increases the number of counselors in MCS by approximately 25%, with an estimated
cost of approximately $4M.
b. Investing in opportunities for students to participate in ACT and SAT preparation
courses and to take the test(s) multiple times. The cost for this initiative is estimated at
$650,000—which includes funding for test-preparation courses at the school site and
district coverage of testing fees for students wishing to retest.
c. Ensuring counseling services align with national standards for academics,
social/emotional development, and career domains.
8. Career and Technical Education (CTE) should be made more relevant to today's job
demands. The TPC recommends that the district:
a. Prioritize current and projected job clusters and courses that build knowledge and
skills in the most in-demand, well-paid jobs in the local community.
b. Increase the number of courses that qualify students for professional certification
before they graduate from high school.
c. Create a business advisory board, including local chambers of commerce, to advise
the district in course development, no later than the end of 2013.
d. Forge partnerships that provide more opportunities for student apprenticeships.

128

9. As STEM (science, technology, engineering and math) skills continue to become
more important for success in college and careers, the TPC recommends that the
district build a STEM thread through the curriculum:
a. Pursuing a rigorous set of math and science course offerings throughout the K-12
continuum
b. Ensuring all schools build STEM experiences, activities, and an integrated crossdepartmental approach.
c. Investing in professional development for teachers in STEM areas, raising awareness
of the need for students to be proficient in reading and math in order to be successful in
challenging STEM courses at the high school and college level.
10. In order to know whether the district's efforts are leading to success for students,
the TPC recommends that the district expand its longitudinal data to capture data on
student post-secondary enrollment, remedial coursework in college, college graduation
(within four and six years), technical certification, and workforce participation, as these
pieces of information are available.
11. Because the fine arts provide students with multiple avenues and opportunities for
attaining success in college and career, the TPC recommends ensuring all children have
access to a full complement of sequential fine arts instruction across arts disciplines
and throughout their academic career by:
a. Ensuring arts offering and instructional time is prioritized and protected
b. Supporting collaboration with professional artists, arts agencies, and organizations to
expand arts exposure throughout the district.
c. Utilizing arts integration as a fundamental aspect of K-12 curricular programming
and professional development offerings.
12. The TPC strongly values the importance of service learning and experiential
learning. In order to ensure all students experience the benefits of these activities, the
TPC recommends the district institute a service learning requirement as part of its
graduation requirements
13. In order to ensure successful implementation of CCSS, professional development is
critical. To ensure teachers and instructional staff have the professional development
they need, the TPC recommends that the district take a two-pronged approach:
a. Make CCSS a top priority within the district's professional development plan to
support teachers and instructional staff in developing the knowledge and skills to
successfully teach the new standards by utilizing a train-the-trainer model. This model
costs an estimated $500,000 over the first two years of CCSS implementation, to be
paid as stipend for summer teacher training.
b. Charge principals with the responsibility for CCSS professional development for the
teachers in their buildings, and ensure teachers are using strategies that are effective
and culturally relevant for the students in their schools.
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14. The district's instructional plan should include a comprehensive assessment strategy
to assess the needs of each student, including:
a. Developing consistent district-wide benchmark assessments (2-3 times/year) that are
aligned with CCSS to track progress throughout the year.
b. Ensuring that the district has the technology capacity required to support the state
assessments move online in 2014-15.
15. The district will explore and review extended school day and extended school year
as an option to support students.
16. The district will develop a community communications strategy, coordinated
among the district, the community collaborative, and parent organizations (e.g. PTA,
PTSA, PTO), for educating and investing parents in the benefit of higher standards and
what higher standards mean for their children.
17. The TPC recommends that the district create, in partnership with teachers,
principals, parents, students, and community partners, a common definition of "highquality school" referenced in the measures of success above.
18. The TPC recognizes and values the importance of community schools and believes
that the ultimate goal should be for each school in the district to offer a variety of
rigorous, college-preparatory courses. However, many schools do not currently meet
this bar. In order to achieve this goal, the TPC recommends that the district:
a. Establish a rigorous set of core courses to be offered across all schools at a given
grade level (including math, reading, science, social sciences, art, music, physical
education).
b. Double the number of students participating in AP courses over the next five years,
double the number of students participating in dual enrollment courses at the campuses
of institutions of higher education over the next five years, and increase IB and/or dual
credit offerings in high school. Ensure every student in the district is aware of and has
the opportunity to participate in any course in the district, using virtual or distance
learning where needed. The cost associated with the dramatic increase in AP
participation is estimated at $750,000 in the first year, and an additional $750,000 each
year for the following four years. This estimate includes the cost of additional teachers
given smaller class sizes and teacher training. The cost of the expansion of dual
enrollment courses will be supported by the partnering institutions of higher education
and grant funding (e.g. Hope Scholarship), at no incremental cost to the district.
c. Build capabilities for virtual learning throughout the district to expand access to
advanced and unique courses for all students.
d. Create a centralized listing of all course offerings, by school, so that all students will
be informed about all courses offered in the district.
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19. In addition to high-quality community schools, the TPC recognizes and values the
importance of choice for students and families who desire something unique or
different than what their neighborhood school offers. To that end, the TPC recommends
the district:
a. Provide unique offerings throughout the district that are available and accessible to
all students who want to pursue particular interests in the arts, foreign language, debate,
and vocational areas. Grow these programs over time based on demand and quality.
b. Maintain and continue to improve schools with a particular emphasis – including
Optional Programs, IB programs, and other specialized programs.
c. Build STEM programs and experiences throughout the K-12 curriculum, as well as
building platform/hub STEM schools.
20. In order to manage the variety of school types and choice options, the district and
all charter schools in Shelby County need a clear and fair application, enrollment, and
transfer process for the 2013–14 school year. The TPC recommends that the district:
a. Create a centralized application, enrollment, and transfer system, with a randomized
lottery to ensure fairness when demand exceeds capacity. The lottery, while not a
replacement for the ultimate goal of growing the number of high-quality school options
for all students, creates equal opportunities for all students who are interested in a
program or school.
b. Consider both academic performance and the equitable availability of high quality
educational options.
21. The TPC recognizes the importance of preserving other programs within the district
where TPC has not made specific recommendations about the future state. In the areas
of athletics, fine arts education, foreign language education, extended learning
opportunities (including driver's education and JROTC), and other educational choices
currently offered by the district, the TPC recommends that the district:
a. Resolve differences in the way the two districts approach their programs in a way
that maintains critical services and is cost-neutral.
b. Follow the timeline and process detailed in the Migration Plan chapter of the
Transition Plan.
c. Builds off of the recommendations made by staff.
22. The TPC believes that the district and all school leaders and teachers should:
a. Approach parent engagement proactively by welcoming parents into the school
system and encouraging early and frequent communication between parents and
teachers, principals and district leaders.
b. Build a culture that reinforces school leaders and parents as partners, not adversaries,
and also ensures that the district focuses on addressing underlying issues raised by
parents, as opposed to focusing on managing parent complaints.
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23. In order to achieve this aspiration, parent engagement is best focused at the school
level. The TPC recommends that principals, in partnership with the district:
a. Ensure each school has a formal parent organization (e.g. PTA, PTSA, PTO) that is
visible to all parents of children attending the school, has a voice in school decisions,
has an elected representative on the district-wide parent assembly, and collaborates
with parent organizations at other schools.
b. Utilize the school-based parent organization in Title I schools to inform decisions
related to site-based Title I spending, and include teachers and community members in
the decision-making process.
c. Are held accountable for their effectiveness in communicating with and engaging
parents, and are evaluated on the effectiveness of parental engagement at their school.
24. The district's senior leadership and central office also have an important role to play
in parent engagement by:
a. Engaging parents authentically in decision-making through a district-wide parent
assembly, which draws one member from each school and meets with the
Superintendent at least twice per year to offer input on district policies and practices.
This engagement is also achieved through the Parent and Community Liaison position
staffed in each region.
b. Developing meaningful professional development for principals and teachers on
strategies and approaches for improving parent engagement.
c. Ensuring district communication processes and IT systems (e.g. district website,
calendar, and parent portal) communicate needed information to parents in a clear,
accessible, and timely fashion.
25. The TPC recommends that the district's community engagement office partner with
colleges and universities, other adult education providers, and community
organizations to develop opportunities for parent education concerning how parents
may best support their child's academic success.
26. The TPC recommends that the district empower a broad-based community
collaborative to support the academic success and well-being of Shelby County's
children by:
a. Partnering with the district and institutions of higher education to develop an aligned
set of college readiness and college success goals and to identify strategies that the
district and other organizations in the community may use to meet these goals.
b. Developing a broad constituency, exemplified by membership that includes
education, community, faith, business, philanthropic, and government leaders.
c. Supporting advocacy and public awareness related to the County’s educational goals,
including reporting annually on the “return on investment” of the community’s
investment in education.
d. In the near term, advocating for the implementation of the Transition Plan.
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27. In addition to the community collaborative, the TPC recognizes the importance of a
single entity to match businesses and other donors with needs within the school system.
Currently each district has its own foundation – the Memphis City Schools Foundation
and the Shelby County Schools Education Foundation. The TPC recommends the
existence of a single independent foundation wholly focused on supporting merged
SCS's educational goals and partnering with other foundations that contribute to
education in Shelby County.
28. Additionally, the district is responsible for creating a culture among district staff
and school leaders that values partnership with community organizations, partners, and
volunteers. The TPC recommends the district:
a. Maintain and expand formalized processes for sharing data with community partners
who provide support and services to students, such as MCS’s current data sharing
memorandum of understanding.
b. Form partnerships and have regular dialogue with the seven municipal governments
and county government in Shelby County (addressing topics including violence
prevention and early childhood education).
c. Ensure that the district has a strong community engagement leader among the senior
district team who is the clear point of entry for community organization service
providers and educational and cultural organizations, and who works in partnership
with the Parent and Community Liaisons in each regional office.
d. Build communication processes to ensure principals and teachers are completely
aware of services and programs for children and families that are provided by
community organizations.
29. Academics: Both districts currently have benchmark assessments and tiered
intervention strategies. Going forward, the TPC recommends that the district:
a. Evaluate the impact of those strategies annually, and revise to ensure the highestimpact interventions are being used most frequently for each student.
b. For students who need additional support, develop a special support system and
partner with community organizations to provide extended learning time and
enrichment (extended school day and summer programming). In Innovation Zone
schools, the school day will be extended by an hour to provide more instructional time,
spent on focused interventions in core instructional areas in math and literacy. The
district's Innovation Zone grant covers this cost, and has been written into the stateapproved grant application that was developed jointly by MCS and SCS.
c. Offer extra and focused support at and/or in advance of transition years (5th to 6th
grade, 8th to 9th grade) to ensure students are not falling behind.
30. Attendance: The TPC recommends that the district:
a. Focus on the reduction of absenteeism (unexcused absences of five days or more per
year).
b. Ensure teachers and school leaders, with the support of clerical staff, actively
monitor attendance and engage parents, community organizations, and social services
to keep students in school.
c. Use all available levers (e.g. Temporary Assistance for Needy Families school
attendance requirement) to invest students and families in the importance of attendance.
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31. Behavior: The TPC recommends that the district:
a. Focus student behavior-related investments on preventative measures that emphasize
clear expectations and progressive discipline.
b. Engage students in programs that lead to behavior modification.
c. Support teachers and principals in this effort, by making preventative behavioral
interventions a priority in the district's professional development agenda at all grade
levels, beginning in elementary school.
d. Empower principals and support them to be the decision-makers on suspensions and
expulsions. Review the district student discipline policies and procedures to ensure that
principals are empowered and supported in their decisions, while preserving students'
due process rights.
e. Ensure schools are staffed and supported with the school counselors, social workers,
and psychologists who can identify root causes of student behavior and provide more
focused support. In order to achieve this recommendation, the TPC recommends an
increase in the number of counselors in current MCS schools to bring them in line to
the SCS ratios—at a cost of about $4M per year. There is not a recommendation to
increase the number of social workers and psychologists. The district will need to
harmonize these staffing ratios in a cost-neutral way.
f. Ensure that every elementary and middle school has the support of an in-school
suspension aide to reduce the need for out-of-school suspensions and, thus, keep
students in school. This does not have a cost impact, as the districts currently employ
enough in-school suspension aides to accomplish this.
g. Review disciplinary policies and procedures and ensure that the language in those
policies fosters appropriate intervention strategies prior to and after suspensions and
expulsions. h. Maintain and deepen current safety programming and pupil services, and
continue to seek government grants to fund proactive behavior programming, as
included in recommendations 128 and 129 of the Safety and Security
recommendations.
32. Graduation: The TPC recommends that the district:
a. Use an early indicator dashboard so that teachers, principals, and district leaders can
better support students who are likely to drop out of school.
b. Employ focused interventions for students who are likely to drop out, including
mentoring, counseling and extended instructional time.
33. Special needs: The TPC recommends that the district:
a. Ensure that all students working toward a regular diploma have teachers with content
expertise, with inclusive placement as the preference.
b. Develop and implement a district-wide strategy to reduce the amount of time special
education teachers spend on clerical work—including adding Special Education
clerical assistants. The cost of this recommendation is $2.5M.
b. Develop a professional development program for school leaders and teachers to
enhance their knowledge of both the law regarding special needs students and also best
practice strategies that can be used to address those needs.
c. Provide services to teachers and school leaders to enhance their skills in the area of
identification and placement of students who need special services.
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34. Health: The TPC recommends that the district:
g. Ensure all students have access to a nurse, although not every school will be able to
employ a full-time nurse.
a. Continue school-based clinics where they currently exist.
b. Maintain the licensed Mental Health Center, and expand access to the entire district.
35. The TPC recognizes the importance of preserving other programs within the district
where TPC has not made specific recommendations about the future state. For gifted
programming, programs for English language learners, alternative education, extended
learning opportunities, summer programming, and other educational choices currently
offered by the district, the TPC recommends that the district:
a. Resolve differences in the way the two districts approach their programs in a way
that maintains critical services and is cost-neutral.
b. Follow the timeline and process detailed in the Migration Plan chapter of the
Transition Plan.
c. Builds off of the recommendations made by staff.
36. In the area of observation, the TPC recommends:
a. The district adopts a single framework for effective teaching—observation rubric—
from the merger date forward. This is imperative not only to ensure a common
language among all district staff, but for basic fairness since professional development,
compensation, and dismissal are linked to the evaluation.
b. MCS and SCS work together to select an observation rubric by December 2012. This
observation rubric must include a clear and differentiated definition of each level of
teaching. Criteria for selecting the observation rubric include:
i. Correlation between rubric and student growth data both local and national, with
particular attention to local data (Guiding principle: The academic success and wellbeing of our students come first).
ii. Cost of implementation (Guiding principle: We must save where we can to fund
what we need).
iii. Teacher and evaluator ownership (Guiding principles: Educators and staff are our
most important resource; We are all in this together).
c. The length and frequency of observations reflect research on best practices. The
number and length of observations should be differentiated based on apprentice status
and performance. On an informal basis, the district should seek to increase observations
even further.
d. The district regularly certify evaluators as reliable raters by:
i. Holding monthly norming sessions to prevent rating “drift” away from standardized
definitions.
ii. Holding principals accountable for quality of teacher observations in their own
evaluations.
iii. Monitoring the effectiveness of various classes of evaluators (e.g. principals, PIT
crew, administrators) and seek to increase the use of evaluators who have proven to
accurately and reliably rate teacher performance.
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37. In the area of stakeholder perceptions, the TPC recommends:
a. The district administers the student perceptions Tripod instrument two times per year
and share results with teachers and evaluators in a timely manner to allow mid-course
refinements. The TPC based this recommendation on the demonstrated validity of the
instrument in national and local research.
i. Further, the TPC recommends that SCS pilot the Tripod survey with a full-scale
rollout, but with no stakes for district in 2012–13; SCS should seek state funding, but if
funding is not available, Tripod should be paid out of the TEI grant.
ii. Merged SCS will use at 5% from 2013–14 onward, vs. 0% in 2011-12.
38. In the area of teacher content knowledge, the TPC recommends that the district:
a. Exclude teacher content knowledge from its evaluation model due to the lack of
valid and reliable measures for teacher content knowledge.
b. Include teacher content knowledge as part of its professional development for
teachers.
c. Continue to look for acceptable measures of teacher content knowledge to include in
the evaluation model as part of its future work.
39. In the area of TVAAS data, the TPC recommends that the district:
a. Continue to use TVAAS data per state law.
b. Work with the state to enable teacher verification of TVAAS data (i.e. roster of
student scores returned to each teacher, with notice of which students are included in
the teacher’s score).
c. In the summer of 2012, jointly convene teacher-Working Groups to improve the
available menu for non-tested subjects.
40. In the area of other student achievement metrics, the TPC recommends that:
a. Teachers choose the other student achievement metric and principals approve such
selection.
b. The district set the bar for performance, differentiated by school (e.g. state school
AMOs).
c. In the summer of 2012, the districts jointly convene teacher-Working Groups to
improve the available menu for non-tested subjects.
41. Each year, the TPC recommends that the district seek opportunities to improve its
teacher evaluation model, including through the components it uses and their respective
weights.
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42. The TPC recommends that the district develop an annual strategy for professional
development based on an assessment of its needs.
a. The strategy should consider each of the four types of professional development—
formal structured programs (e.g. induction), team-based (e.g. PLCs), one-on-one
attention (including coaching and peer observation), and independent study. In
constructing the strategy, the district should make use of needs identified by teacher
evaluation and student achievement data, as well as research and emerging best
practices, and should seek opportunities to give teachers professional development that
is job-embedded, focused on student learning, and linked to specific development
opportunities identified by the teacher’s evaluation.
b. The strategy should also seek to provide an array of learning platforms for the
delivery of professional development. Further, it should consider whether and how the
approach to professional development should vary based on the overall performance of
the school. Professional development that does not meet needs identified in the strategy
should be discontinued. Such strategy should be revised annually based on student
achievement and teacher efficacy data, as well as on educational priorities (e.g.
implementation of Common Core). The revised strategy should then be reviewed with
a committee of key stakeholders.
43. The TPC recommends that Professional Learning Communities (PLCs) be the
district’s primary approach to team-based professional development for teachers by:
a. Educators working together to review and respond to student data, answering the
following critical questions:
- What do we want students to learn?
- How will we know if they have learned?
- What will we do if they don’t learn?
- What will we do if they already know it?
b. Scheduling classes such that there is common planning time at least once a week
within a teacher’s regularly scheduled workday. Such planning time focuses on
analyzing and responding to student data to answer the critical questions, creating and
scoring common formative assessments, making intervention decisions that answer the
critical questions, etc. Such planning time is not to be spent dealing with calendar,
consequences, or content issues. Strategies to close achievement gaps must be among
the issues that teachers address when analyzing and responding to student data.
c. Ensuring that the school has a culture and climate of high expectations that is
conducive to the effective functioning of PLCs, where teachers feel comfortable
collaborating and students are engaged in their learning.
44. It is important that students and schools have the resources they need. Given this,
the TPC recommends that teachers have adequate materials and supplies in order to be
effective.
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45. The district takes the following actions to increase the quality of its applicant pool:
a. All applicants go through the same selection process at the district level and have the
same access to open positions, regardless of whether they are internal or external
candidates. All vacancies continue to be posted electronically.
b. The district track key indicators in the hiring process (e.g. number of vacancies by
position, ratio of applicants to vacancies by position, source of candidate, time elapsed
at each stage of hiring process, etc.) that allow strategic management in real-time and
continuous improvement year over year.
c. The district works with principals and school selection committees to develop
selection models appropriate to their schools.
d. The district puts differential effort into identifying and attracting candidates that are
good fits for teaching in high-priority schools.
e. The district utilizes a closed loop selection model by rating each of its hires and
comparing their applicant ratings to their evaluation scores. The district should act on
this data by, for example, adjusting its selection model to match those qualities that
appear to matter to teacher performance in the classroom. Additionally, the district
should track the number and quality of graduates hired via each pathway and meeting
semi-annually with organizations to provide feedback on their graduates. This feedback
will also be shared with the state. Over time, this should increase the overall quality of
new hires.
46. The district takes the following actions to hire more teachers earlier in the year
when applicant pool quality is higher:
a. Incentivize early notification of retirement and resignation by allowing an exemption
from end of year professional development for those who meet an early notification
deadline.
b. For the most common teaching positions, project the number of people that will need
to be hired based on historical vacancies. For some portion of this projected number,
the district should be able to safely hire ahead of knowing the actual number of
vacancies. For this portion, the district will offer early contracts to top applicants.
c. Fill all vacancies on a rolling basis.
d. Choose not to complete an HR compliance screen on a candidate unless the district
expects to hire the candidate.
47. The district takes the following actions to ensure that all teachers and principals
agree to work together:
a. All hiring be conducted by mutual consent.
b. No forced or direct placements of teachers.
c. No external hiring freezes or other limitations placed on whom a principal can
choose to hire
d. All of the above shall be in effect even if there are surplus teachers.
48. The district holds principals accountable for their selection decisions. As part of
their evaluation, principals are held responsible for hiring teachers who rate highly on
the school's selection model or who have demonstrated effectiveness.
49. A dismissal recommendation may be brought by policy, by the district, or by the
teacher’s principal.
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50. The district set a dismissal policy that strives to balance fairness to teachers, who
need an opportunity to improve if they are close to “meeting expectations,” with
fairness to students, who need an opportunity to learn, and with fairness to principals,
who need a way to dismiss teachers who are not meeting expectations that is not overly
burdensome. By this dismissal policy:
a. Teachers rated “significantly below expectations” will be dismissed, regardless of
tenure. Tenured teachers will be eligible for an appeal and a hearing.
b. If there is no surplus for their school, teachers rated “below expectations” will be
provided intensive supports the next year. They will have that year to improve to
“meeting expectations” or higher, or they will be dismissed. Per TCA § tenure law, all
teachers who do not at least “meet expectations” for two consecutive years and
received tenure after July 1, 2011 will lose tenure and the right to an appeal and a
hearing. Previously tenured teachers will have the right to an appeal and a hearing. If
layoffs are needed at their school, teachers who are “below expectations” will be
dismissed as needed according to surplus procedure.
c. A dismissal decision may be appealed by the district or by the teacher’s principal, or
by the teacher, if tenured.
51. The district no longer guarantee jobs to surplus teachers. Instead, the TPC
recommends that when there is a surplus of teachers at a school, within the license area
and scheduling constraints:
a. The district terminates any teachers rated “significantly below expectations.”
b. If teachers are still in surplus, the district terminates teachers rated “below
expectations.”
c. If teachers are still in surplus, the district terminates non-tenured teachers who at
least “meet expectations.” The district gives support to teachers in finding a new
position within the district, but teachers are not guaranteed a job. Such support would
include but not be limited to resume workshops, opportunities for interview practice,
and making sure principals with open positions are aware of these candidates with
records of sustained effectiveness. Further, teachers who “exceed expectations” or
“significantly exceed expectations” are extended early contracts by the district where
supported on a risk-weighted basis.
d. If teachers are still in surplus, the district place tenured teachers who at least “meet
expectations” on a list for reemployment in the first vacancy for which the teacher is
qualified by training and experience to fill pursuant to TCA § 49-5-511.
e. Within a given performance level, the district use the following criteria to terminate
(those not at least “meeting expectations” or lay off (those at least “meeting
expectations”):
i. Score within a given performance level (e.g. 2.1 vs. 2.4).
ii. Average of last three years of evaluation scores.
iii. Extracurricular participation and other additional roles.
iv. Certification in a critical need area (e.g. special education, math, science, bilingual).
v. Seniority.
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52. The district lobby the Tennessee legislature to amend TCA § 49-5-511 which
requires districts to place tenured teachers on a preferred re-employment list if they
lose their jobs due to a reduction in force. The TCA should make no requirement
regarding the continued employment of teachers, tenured or otherwise, who have lost
their jobs due to reduction in force.
53. All teachers rated “meets expectations” or higher are eligible for voluntary transfer,
subject to finding a mutual consent position.
54. Teachers rated below “meets expectations" are not eligible for transfer.
55. The district places no limitations on how frequently a teacher who at least “meets
expectations” may transfer. The district should revisit this policy on an annual basis to
ensure that it results in an equitable distribution of teachers, including:
a. Analyzing teacher turnover by school to identify schools where teachers who at least
“meet expectations” are those seeking to leave, with particular attention to high poverty
and low performing schools (school-level TVAAS of 1 or 2).
b. Conducting an exit interview of all teachers leaving their positions to determine the
reasons they are leaving.
c. Analyzing exit interview data for schools with turnover of teachers who at least
“meet expectations”.
d. Developing and implementing remedies that address the reasons teachers scoring
“meets expectations” are exiting schools.
56. Principals interview candidates at their discretion, with no obligation to interview
internal or external candidates.
57. All vacancies continue to be posted electronically and be accessible to both internal
and external candidates.
58. Effective teachers be identified, recognized and honored both financially and
through other means.
59. Teacher compensation is redesigned to better attract and retain effective teachers,
including attracting teachers to and retaining teachers in hard-to-staff positions,
including high priority schools and critical shortage areas (e.g. math, science, foreign
language). Teachers with demonstrated and sustained effectiveness should be eligible
for salary increases and career advancement. The teacher career framework should
clearly articulate the associated performance requirements for such increases.
60. The district will not base teacher compensation on degree attainment, which shows
no correlation with student outcomes, either in local data or national research. The
district should, likewise, not tie teacher compensation to professional development
undertaken.
61. Teacher compensation reform is fiscally sustainable. No increases in total average
compensation should be entered into without provision for the ongoing increase in
expenditure.
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62. The compensation reform process engages teachers, administrators, and other
stakeholders. This engagement may be accomplished through focus groups and a
targeted survey to establish a teacher value proposition that meets the aspirations of
recommendations 1 and 2 of this section, and the financial constraints outlined in
recommendation 4 of this section.
63. The district annually analyze the effects of teacher compensation and adjust goforward compensation policies based on that analysis.
64. Teachers who have attained advanced degrees prior to the merger will continue to
be paid for these advanced degrees in accordance with the pre-existing salary schedule
and the requirement of Norris-Todd to not diminish the salary schedule of teachers.
Teachers who have begun an advanced degree prior to August 2012 and finish the
degree by August 2014 will be paid for these advanced degrees in accordance with the
salary schedule. Teachers will not be paid for any other degrees attained after the
merger date.
65. New teachers employed after the merger date will not receive additional
compensation for degree attainment but will have the opportunity to receive additional
compensation based on whether they teach in a high priority school, teach a hard to
staff subject, or have demonstrated sustained effectiveness.
66. The district will apply to use COLA funds for the purpose of differentiating
compensation and in accordance with the flexibility the state plans to offer for this
purpose.
67. Much of the financial responsibility for implementing the recommendations for
effective teachers falls within the scope of the Bill and Melinda Gates Foundation
Teacher Effectiveness Initiative grant to MCS. The TPC strongly supports the work of
the TEI and its expansion to include Shelby County Schools. Further, the TPC
recommends allocating $2.5M in 2014-15 and $2.6M in 2015-16 to support this work.
68. The districts work together to develop a principal evaluation model that meets state
guidelines but better meets district needs, including:
a. Developing a more robust rubric for principal observation to enhance TILS
(Tennessee Instructional Leadership Standards) that includes school culture and
climate, employee morale, and parental involvement but preserves current elements,
including meeting nationally accepted standards and responsibility for professional
development for teachers.
b. Developing a robust methodology for holding principals accountable for the quality
of their teacher observations, including the quality of their feedback and suggested
supports to teachers
c. Developing a measure of the human capital decisions that principals make (e.g.
selection, retention, dismissal) to add to the evaluation model.
d. Where relevant, aligning the principal evaluation with the teacher evaluation.
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69. The district will develop an annual strategy for professional development based on
an assessment of the district’s needs. The strategy should make consideration of each of
the four types of professional development—formal structured programs, team-based,
one-on-one attention (including coaching and peer observation), and independent
study. In constructing the strategy, the district should make use of needs identified by
principal evaluation and student achievement data and seek opportunities to give
principals professional development that is job-embedded and linked to specific
development opportunities identified by the principal’s evaluation. It should make
special consideration of the various responsibilities of the principal and how to balance
them in order to achieve organizational effectiveness.
The district should also seek to provide an array of learning platforms for the delivery
of professional development. Further, it should consider whether and how the approach
to professional development should vary based on the overall performance of the
school. Professional development that does not meet needs identified in the strategy
should be discontinued. Such strategy should be revised annually based on student
achievement and principal efficacy data as well as on educational priorities. The
revised strategy should then be reviewed with a committee of key stakeholders.
70. Each principal will have an individual growth plan that is linked to his or her
principal evaluation
71. Small group collaboratives will be the district’s primary approach to team-based
professional development for principals. Time must be scheduled for principals to meet
in their collaboratives at least once a month. Such time shall be focused on sharing
successes and seeking assistance in addressing problems in implementing district
initiatives. Where possible and when necessary, such conversation should be rooted in
data and inquiry. Such planning time shall not be used for dealing with calendar,
consequences, or content issues.
72. The district will take the following actions to improve principal selection:
a. Put differential effort into identifying and attracting candidates that are good fits for
principal positions in high priority schools.
b. Track the number and quality of graduates hired via each pathway and meet semiannually with the largest of them to provide feedback on their graduates. This feedback
will also be shared with the State.
73. The district will take the following actions to improve dismissal:
a. Dismiss principals rated "significantly below expectations".
b. Provide principals rated "below expectations" with intensive supports the next year.
Those principals have that year to improve to "meeting expectations" or higher or will
be dismissed.
74. The district recognizes and honors effective principals both financially and through
other means.
75. The district will redesign principal compensation to better attract, reward, and
retain effective principals, including attracting and retaining principals to high priority
schools. Principals with demonstrated and sustained effectiveness are eligible for salary
increases and career advancement.
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76. Principal compensation reform is fiscally sustainable. No increases in total average
compensation will be entered into without provision for the increase in expenditures.
77. The compensation reform process engages principals and other stakeholders
through focus groups and a targeted survey to establish the principal value proposition
for merged SCS that meets the aspiration of recommendations 1 and 2 of this section
and the financial constraints outlined in 4 of this section.
78. The district will analyze the effects of principal compensation and make
adjustments to compensation policies based on learning.
79. The district employs reciprocal accountability throughout all levels of the district.
For example, teachers hold students accountable for learning (e.g. through attendance
and grades) and students hold teachers accountable for teaching (e.g. through a twice
annual student perceptions survey that is part of the teacher evaluation). Likewise, the
district holds principals and teachers accountable for performance (e.g. through
performance evaluations with multiple measures, including student achievement and
culture and climate of high expectations), and principals and teachers hold the district
accountable for providing appropriate service levels (e.g. through a service provider
satisfaction survey). The Board and Superintendent are also held accountable for
performance. The Board and Superintendent release their progress toward meeting their
goals at least twice annually. Additionally, for both the Board and the Superintendent,
stakeholder feedback—both from employees and from the community—be collected
and shared at least twice annually. In order to implement reciprocal accountability, the
district continues to use or implement relevant instruments for collecting performance
information between every reciprocal pair, for example, creating a survey on quality of
service delivery of central office divisions since one does not currently exist.
The district will regularly use data from such instruments to inform instructional and
administrative decisions and to set goals for continuous improvement.
80. Instruction starts on the first day of school, and lasts until the last day of school.
The district and its community partners expect and communicate that it is not
acceptable for students to “show up when they are ready,” and likewise it is not
acceptable for instruction to end prior to the end of the year.
81. The district creates a Student Congress to represent the students of the district. Each
middle and high school selects a representative to the Congress in a well-publicized
election. The student representative also serves on the student council for his or her
school. Student representatives are responsible for effectively collecting, synthesizing,
and prioritizing their peers' input, as well as communicating back to their peers and
their school's council the work of the Congress. District representatives give serious
consideration to students' input, meeting with them at least four times annually.
Additionally, the district works to create a developmentally appropriate way to collect
input from, train, and develop elementary school students to take responsibility for their
voice in improving their learning.
82. The district celebrates and rewards highly effective individuals and teams and
dismisses individuals who are not able to meet expectations after receiving coaching
and support.
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83. The Multiple Achievement Paths model builds upon best and promising practices
from the current districts and elsewhere, and it is tailored to the unique needs and
context of Shelby County. The goal of this structure is to give each school, regardless
of its status or location, the support and autonomy that will best enable it to deliver on
the district’s educational priorities.
84. All Schools within the district are held to common high performance standards.
85. Most community and optional schools are managed in regions. These schools
receive autonomies from central leadership as a management practice. Some autonomy
is granted to all schools, and others are awarded to a subset of schools.
86. The district works in close partnership with the ASD, which operates or contracts
with operators for eligible low-performing schools.
87. ASD-eligible schools not in the ASD may become part of the Innovation Zone,
which is managed by the district separately from the regions. These schools may be
direct-run, or the district may choose to contract with outside operators.
88. The district authorizes schools that organize to become charter schools (new or
conversion), as provided for in Tennessee Code Annotated. The district oversees a
rigorous charter school application process, which ensures both educational quality and
equitable access for students.
89. The district provides high-quality, cost-effective support services. In addition to
serving all district-operated schools, the district builds the capability whereby it may
enter into service agreements with charter, ASD, and (should they exist) municipal
schools in order to maximize economies of scale.
90. In this light, and in the context of the Multiple Achievement Paths model, the
central office in the merged SCS district must fill six roles in order to perform
exceptionally well. More than any specific organizational chart, the TPC recommends
that the district office be organized to support these critical roles.
The TPC recognizes that the merged SCS district's Superintendent should have
discretion to design the district central office in a way that fits his or her management
approach. Accordingly, the TPC is comfortable with reasonable variations from the
model described in this section provided that the adopted design supports the roles
above and includes and embraces the distinctive functions below.
Note, however, that all financial assumptions in the TPC report are based on the model
described in this section, and any changes to this model may have a differential cost
impact.
91. The TPC recommends that the Superintendent have 8-10 direct reports.
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92. The TPC recommends that the merged district create Regional Offices as below:
The regional office design is intentionally not one where each region serves as its own
small district with a wide array of central office supports. Instead, the focus is targeted
on two critical roles. The primary role of the regional office is to foster and develop
greater instructional leadership among principals. In addition, the regional office has an
important role in supporting parent, family, and community engagement.
The regional offices report to the Chief Academic Officer in order to ensure that the
academic expertise in the central office is deployed in direct support of the schools.
Although this means that Regional Superintendents do not report directly to the
Superintendent, nonetheless, they should be a part of the Superintendent's cabinet and
core leadership team.
93. The purpose of the Office of Innovation is to ensure that the district is able to
provide more high-quality school options for more children, through traditional and
non-traditional "Achievement Paths" - including charter schools, Innovation Zone
schools, and community schools. To that end, the Office of Innovation should ensure
that all types of schools have the access to innovative approaches that are effective.
94. The TPC recommends that the merged district create an Office of Planning and
Performance Management. The purpose of the Planning and Performance Management
Office is to have a consolidated, district-wide view into performance, enrollment, and
student needs across the district—and across all school types. This Office supports the
district, Superintendent, and School Board in strategically managing the creation of
new schools, school closings, and the transition of schools from one “path” to another.
To support the purpose of this office, the TPC recommends that the following functions
sit within the Planning and Performance Management Office (function descriptions are
illustrative, not exhaustive):
• Planning: Understanding trends in demographics and student needs, and developing
strategies to meet those needs. Working closely with Finance to understand how
available resources can be allocated to meet different needs. One critical planning role
is studying the access all students have to high-quality school options. The Office
should develop plans to increase the number of quality school options available to
students who currently have fewer quality options.
• Performance management: Developing and tracking common metrics across all
schools of all types, and determining appropriate differentiated responses. Coordinating
with human capital function to align school and central office performance
management with performance management practices at the individual employee level.
• Research and evaluation: Conducting strategic research and program evaluation to
help the district evolve and refine its practices over time.
• Enrollment and student data: Managing and coordinating the forecasting, tracking,
and reporting of enrollment and other student data.
• Special projects: Leading strategic projects that require cross-department
collaboration
• Transition management (sunset this function approximately two years after merger):
Coordinating implementation of the merger transition, including tracking progress
against milestones, overseeing coordination processes, holding owners accountable for
transition activities.
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Given this office is different from what either MCS or SCS have today, the TPC
estimated the incremental cost to staff this office is $1M.
95. The TPC recommends the merged district create a Human Capital Office, as below:
The Human Capital Office is an intentional departure from the traditional human
resources function found in most school districts. First, it reports directly to the
Superintendent, elevating the importance of this office and its critical role in student
achievement. Second, and more importantly, it is designed to emphasize a strategic,
fully integrated approach to human capital within the district. Its key roles include:
leading the implementation of teacher, principal, and staff evaluations; partnering with
the Academic Office to provide targeted professional development aligned with
standards and needs identified by employee evaluations; supporting school leaders in
making critical human capital decisions (e.g. hiring, dismissal); running a strategic
selection and staffing process; managing transfer, layoff, and dismissal processes;
setting compensation packages; administering benefits; and managing employee
grievances. This office would lead the district's continued work in the areas of effective
teaching and leadership.
96. The TPC recommends that the merged district create a Services Office:
The purpose of the Services Office is to manage the district's operational services by
providing high-quality cost-effective services across different school types (including
district-operated, charter, and ASD schools). In the Multiple Achievement Paths model,
the Services Office will seek to variable costs and create transparent pricing to facilitate
the transition to a model where a number of its customers are non-district-operated
schools. This will be critical over time as more schools transition into the ASD and the
number of charter school grows.
97. The district designs the central office and its operational services in a way that is
flexible to provide fee-based services to autonomous, non-district-operated schools
(including charter, ASD, and municipal district schools, should they exist). In general,
it is to the district's advantage from a financial and planning perspective to offer
services to other operators.
98. The district should embrace a range of approaches (and potentially, outside
operators) in its Innovation Zone schools. These schools, which have been identified
among the lowest performing 5% of schools in the state, have unique needs, which
should be addressed through innovative approaches. As such, Innovation Zone schools
should have highly talented leaders and leadership teams who are granted autonomy
particularly in areas related to instruction. Although many details regarding Innovation
Zone schools are in the process of being determined, some details are known. The
Innovation Zone schools will, for example, operate with extended learning time and,
likely, with other instructional approaches that are different from other district-run
schools.
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99. For community and optional district-run schools that operate within the regional
structure, the TPC recommends a differentiated approach to autonomy. This will start
with what is referred to in the exhibit below as “Extended instructional”
responsibilities, which will be granted to principals and schools that demonstrate
success or put forward strong proposals for how the additional flexibility will lead to
improved student achievement. It is important that proven leaders with strong plans be
given autonomy; autonomy should not be reserved for schools that already have strong
performance. Initially, district operated schools will not have autonomy to opt-out of
district-provided services in the “Operations” category, though over time, district
leadership may choose to extend autonomy in this area to principals and schools who
have the demonstrated expertise and interest to make those decisions for their school.
100. The TPC believes that principals should be responsible for instruction and human
capital within their building. Given that, the TPC recommends that all responsibilities
in the “School-site instructional” category, which includes decisions about who fills
teaching and support roles in the school, be granted to all principals.
101. Preserve current student attendance zone assignments through at least the 2014-15
school year. This would not apply:
a. In locations where schools are closed (e.g. due to low enrollment).
b. In locations where new schools are opened (one planned for 2013-14 school year in
Southeast Memphis).
c. To changes approved by the Shelby County School Board prior to the district
merger.
d. In areas impacted by the creation of municipal school districts, if such districts are
formed.
102. Maintain and expand current transfer types to the entire district starting in the
2013-14 school year.
a. Prioritize (child of) employee transfers, optional program transfers, final year
transfers (following the current MCS definition), sibling transfers, and academic
transfers (following the current SCS definition) on a space-available basis.
b. As a second priority, allow transfers for any reason on a space-available basis.
c. The Superintendent may continue to allow additional transfers (e.g. safety transfers)
on a case-by-case basis.
103. Institute a lottery system for situations where the number of transfer requests
exceeds the available spots in a given school/program.
104. Over time, include charter and ASD schools (in addition to district-operated
schools) in a centralized enrollment system that is developed and managed in
partnership with ASD and charter school leaders.
105. Initiate a competitive Request for Proposal (RFP) process to select a custodial
contractor and incorporate language in RFP that encourages the contractor to
preferentially hire current district employees for new roles.
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106. Fully outsource custodial services and supply/equipment purchasing.
a. Create clear quality measures and a system of performance evaluation for the
contractor.
b. Ensure that the contractor preferentially hires current district employees.
107. Maintain an in-house operations management staff presence at the school level
that is shared between schools and reports to both facilities management and the school
principal. Move grounds maintenance responsibility to centralized maintenance staff in
SCS (this reduces the scope of the role of the plant manager). This is the current model
in MCS.
108. Pursue a Board-approved demand management policy to reduce school level
energy usage, and provide financial incentives and penalties to schools based on level
of compliance.
a. Policy enforced through inspections that carry financial incentives for schools that
meet outlined standards.
b. Policy focuses on reducing "plug load" based on classroom-level appliances (e.g.
microwaves, foot warmers) left plugged in over the course of the year.
109. Dedicate at least one staff member for the entire district to energy management to
help enforce school-level energy policies, and pursue other energy efficiency
opportunities such as grants for energy efficiency investments
110. Pursue grants to support energy efficient investments.
111. Continue the “deploy as needed” service model used by both districts today, and
implement the following incremental recommendations. Push major purchases of
maintenance equipment and supplies through the procurement department (savings
potential estimated in procurement sub-committee).
112. As capital funds become available, prioritize the following capital maintenance
projects:
a. Capital improvement needs
b. Deferred maintenance
c. IT projects that can be capitalized
113. To address under-utilization, analysis indicates an opportunity for 21 closures in
the near future:
a. Six schools in Northwest Memphis (three elementary, one middle, two high); these
consolidations would raise the utilization levels in the Northwest region from 59% to
87%.
b. Fifteen schools in Southwest Memphis (seven elementary, six middle, two high);
these consolidations would raise the utilization levels in the Southwest region from
56% to 90%.
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114. To address overcrowding at schools in eastern Memphis, the TPC recommends:
a. Enrollment shifts in and near Cordova for both elementary and middle school
students.
b. New school construction (as slated in a new elementary school in Southeast
Memphis).
c. Use of capacity utilization as one input among others in location planning with
charter schools.
115. Initiate a competitive RFP process to select a transportation contractor and
incorporate language in RFP that encourages the contractor to preferentially hire
current district employees for new roles.
116. Sell the current SCS fleet to outsource provider.
117. Maintain an in-house staff comprised of management, routing capability, and
administrative support.
118. Move from two bell times in MCS to three-bell times district-wide to sync with
SCS schedule.
119. The TPC recommends the district pursue strategic sourcing & vendor
consolidation. Priority spend categories for strategic sourcing were identified by
evaluating the addressability of the largest spend categories. These areas are shown
below and include: repeat construction/capital maintenance, IT hardware, maintenance
supplies and equipment, classroom supplies, instructional services, professional
development, and print services. The identified addressable spend totals $104M, which
breaks-down across all three-fund types: $40M in the general fund, $17M in special
funds, and $47M in the capital fund.
In particular, SCS and MCS have a unique opportunity through the merger to conduct a
formal contract-compare. The goal is to ensure that the new district receives the best
prices, terms, and conditions in major spend areas when compared to previously
negotiated contracts by MCS or SCS by taking advantage of the newly increased
purchasing volume.
Additionally, a targeted look at the number of vendors utilized in each category will
likely yield savings. For example, within MCS alone, more than 500 vendors provide
IT hardware, while more than 400 vendors provide classroom supplies. Vendor
consolidation offers opportunities for price negotiation, decreased shipping costs, and
savings on administrative functions.
In the general fund, estimated savings on a base of $40M is $6-8M which would come
from achieving 15-20% in efficiencies. The estimated percentage savings are based on
procurement best practices from other school districts and the private sector and
estimates from Memphis and Shelby County district staff.
Sourcing actions for priority areas:
• Repeat construction: Vendor consolidation, standardizing specifications and designs,
and scaling demand for repeat constructions (e.g. HVAC repair, re-roofing). Best
practice is also to evaluate different efficiency levers for material, labor, and overhead.
• IT hardware: Supplier consolidation (over 500 vendors today), standardizing
specifications, and bundling volume across both districts.
• Classroom supplies, instructional services, professional services: Pooling demand on
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school-level purchases, performing a more detailed assessment of school-level buying
need.
• Print services are currently provided in a fragmented way throughout the districts.
Some printing and printer purchasing is done centrally, while other small printers are
purchased at the school or classroom level. The districts have identified that there is
potential for savings in this area through more optimized management of print services
(e.g. more central printing, fewer classroom printers).
• Maintenance supplies: Pooling demand, optimizing stock levels.
120. Improving spend visibility through technology and/or p-cards.
121. Core systems.
a. Adopt the go-forward models.
b. Reduce level of core systems support as investments in less support-intensive
systems (e.g. APECS) come to maturity.
122. IT Support model. Move to less resource-intensive help desk model enabled by
investments in IT life-cycle management technology. Migrate the position of dedicated
school-based IT resources (currently present in SCS) to a centralized, deploy as needed
help desk model. Make investments in IT life-cycle management technology to better
enable remote/virtual IT support. Reduce total IT support personnel as remote/virtual
IT capability comes to scale.
123. Instructional Support model. Adopt decentralized (school-based) instructional
support model with small virtual professional development team. Scale-up the position
of dedicated school-based instructional technology resources (currently present in SCS)
at an average of 1:3 schools. Deploy based on school size. Scale down virtual
instructional technology team (current present in MCS) to a smaller team responsible
for capturing professional development performed by dedicated resources and posting
those videos on a website available for teachers.
124. Apply for joint e-rate reimbursements for all possible systems and applications.
125. Continue to employ security officers and law enforcement officers in merged SCS
in similar proportion to their presence across both individual districts today.
126. Keep the total officer-to-student ratio relatively unchanged, subject to revisions
following a joint needs assessment by the district security staff, the Sheriff's office and
the Superintendents. This is recommended as the first step in the implementation
process.
127. Continue to operate security technology (e.g. access management, security
cameras) in house to maintain confidentiality of student information.
128. Maintain and deepen current safety programming and pupil services as part of the
student services department.
129. Continue to seek government grants to fund proactive Safety & Security
programming (e.g. Safe and Drug Free Schools).
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130. Adopt central kitchen model (current MCS model) across the merged district:
a. Continue efforts to incorporate fresh and local foods into meals.
b. Use budget surplus to upgrade central kitchen to improve quality and efficiency.
c. Continue programs to expand school breakfast and dinner programs in relevant
schools.
d. Consider opportunities to expand offerings to other school operators as long as these
efforts generate revenue that can be reinvested in the food services department or the
general fund of the merged school district.
131. High-quality service:
a. Customer service: Based on interviews with the ASD and local charter schools,
customer service from a vendor is often more important than price. The merged district
will explicitly focus its attention on customer service processes and policies in order to
successfully implement shared services. This may include customer service training, rewriting process maps for incoming school inquiries, and/or new mechanisms for
customer communications, such as having a customer hotline.
b. Accountability: In addition to ensuring customer satisfaction, the district will ensure
high-quality service provision. Accountability for exceptional service quality begins
with basic internal quality control mechanisms and metrics, but additionally should
include regular feedback (surveys or meetings) from customers. This feedback should
then be used to modify services in a cycle of continuous improvement.
c. Customer advisory council: The TPC recommends creating an advisory council,
including representatives from the district and the other operators who are potential
customers. The goals of this council initially would be to identify the best near-term
service offering opportunities, to provide support for establishing customer service and
accountability metrics, and to determine when and how contracts can be terminated by
either party bearing in mind the associated consequences. In the long-term, this council
would foster collaboration between operators in the district to benefit all children.
132. Transparent, fully loaded prices and financial controls
a. Fully loaded prices: Prices for all services will comprise of the cost of materials and
labor for the direct service and the overhead costs to deliver the service. The District
will need to inventory all administrative costs associated with providing particular
services, divide those cost by all students who receive the service, and then charge this
total to all external customers on a per student basis. Any service that is selected for a
shared capability should be cost neutral or better at minimum; if there is risk of
financial loss, the district should not build it as a shared service capability.
b. Transparency on cost of last minute decisions: The district will set a strict schedule
for schools and operators to opt-in to a given year's services. This will allow for the
district to have an accurate volume estimate when establishing vendor contracts or
changing internal resource allocation. If an operator cancels its contract after the
deadline, any expenses that are incurred because of the change should be the
responsibility of the customer.
c. Separate fund for shared services: The district may want to consider establishing a
separate fund for shared services which would house all overhead costs related to
shared services. This would not only make it easier to be transparent on overhead costs
to other operators, but also encourage this function to be financially self-sustaining.

151

133. Flexibility to meet schools’ needs:
Flexibility was another key characteristic mentioned by the ASD and charter schools in
selecting their preferred service vendors. In some instances this flexibility may come
with an added cost to the customer. For example, the ASD and charter schools have
expressed interest in purchasing transportation services from the district, but they are
likely to have different bell times than district-operated schools. If separate vehicles are
required to provide this differential service, the District could still consider providing
this flexible option with an additional cost.
In the near-term, the TPC recommends that the district keep its menu of service
offerings simple in order to give the district sufficient time to achieve stability and
steady-state operations upon merging. However, with time, as the district improves its
understanding of the needs of other operators, it should contemplate how to
strategically offer different service packages (that are priced accordingly) to meet
varying needs.
134. Organizational capabilities
a. The TPC recommends that in the first three years of the merged district, strategic
planning and cross-functional support for shared services could be provided through a
dedicated leader under the Chief Services Office and a liaison role in the Office of
Innovation. The recommendation to house the lead role in the Chief Services Office is
based on interviews that suggest that the strongest near-term appetite from the ASD
and charter schools to partner with the district is in operational services (e.g.
transportation, custodial, nutrition).
b. During this time, the leadership team of each department providing shared services
will need to expand its vision, planning, and execution to include service provision to
multiple operators. This represents a significant shift in the districts' operations
mindsets, therefore the TPC recommends that the strategic leader first focus on
communicating shared services management best practices to the district and focus on
helping to identify and develop the district's skills and capabilities in customer service,
pricing, and accountability to quality standards. In the longer term, as more
departments begin to offer shared services (see description of gradual roll-out below)
and more operators buy the services, it may be appropriate to expand the district's
strategic and operational capabilities in this area.
c. Because shared services are a new operations mindset for most departments in the
district, it will take experience and focused leadership to implement successfully. The
TPC recommends a phased rollout over the first few years of the merged district, with
services offered in FY2014 primarily those that are currently prepared to service
multiple operators. Services that are currently or planned to be outsourced, and thus
have greater flexibility in terms of service volume, are also good starting points. The
specific shared services for FY2014 will need to be determined with enough lead time
to enable contracts to be set-up for the right volume levels. The ASD and charter
schools have expressed interest in a broad range of services, and thus in the long term,
the district can expand offerings to a full spectrum of operations and academic services.
d. For merged SCS to achieve stability, the TPC recommends no opt-out option for
district-operated schools in the first several years. In the long-term, in line with the
Multiple Achievement Paths model, the district may choose to selectively offer opt-out
opportunities for district-operated schools. We recommend carefully monitoring
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operator interest in particular services and holding internal departments and outsourced
vendors accountable for service quality and price to guarantee that an opt-out program
would not mean a sudden flight of schools and decrease in service volume (thus
impacting cost for remaining schools ).
135. Set a target of $14.3M in savings from central office staffing. This is
approximately 26% of the current spending on general funded central office personnel.
As a proportion of all central office staff – including special funded positions – the
reductions recommended in the Plan represent an approximate 19% reduction in
current central office spend.
136. Ensure that all central office employees receive an annual evaluation that includes
multiple measures, including feedback from their supervisor, customer satisfaction
data, and performance on key metrics.
137. Implementing school closures consistent with those outlined in the Operations
Plan chapter in order for school staffing both to serve children better and to make more
efficient use of funds.
138. Investing while harmonizing approaches in the following areas:
a. Increasing the number of school counselors by adopting a policy similar to the
current SCS policy, but driven by ratios based on enrollment. This increase will add
25% more counselors to elementary schools in both districts and 25% more counselors
to high schools in MCS. This recommendation increases the number of school
counselors across the district by about 60, at a cost of $4M.
b. Increasing the number of assistant principals by adopting a policy similar to the
current SCS policy, but with elementary schools under 500 students sharing an
assistant principal. This recommendation increases the number of assistant principals
across the district by about 18, at a cost of $2M.
Increasing the total number of special education clerks by allocating one special
education clerk to schools with 150 or more special education students, 0.5 special
education clerks to schools with 25–150 special education students, and 0.2 special
education clerks to schools with fewer than 25 special education students. This
recommendation will require that schools with a smaller number of special education
students share a clerk. Note that currently, nearly all SCS schools have a special
education clerk, and very few MCS schools do. This recommendation increases the
number of special education clerks across the district by about 70, at a cost of $2.5M.
139. Reallocating existing staff to serve different functions in the following areas:
a. Ensuring every middle and high school has an in-school suspension aide. In the
short-term, elementary school in-school suspension aides may have to be shifted to
middle and high school in order to implement this policy.
b. Ensuring that every school has three hours of dedicated clerical staff time each day
to take accurate attendance by prioritizing and protecting use of clerical staff time for
this purpose.
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140. Harmonizing school staffing policies in a cost neutral way in the following areas:
a. K–12 teachers.
b. Instructional specialists and coaches.
c. English as a Second Language teachers.
d. Elective teachers.
e. Vocational teachers.
141. Continuing similar approaches in the following areas:
a. Special education teachers.
b. Special education assistants.
c. Psychologists.
d. Occupational and physical therapists.
142. Seeking cost savings in the following area: Staffing librarians in line with the
minimum guidelines of the Southern Association of Colleges and Schools. This would
mean that all schools with fewer than 250 students are allocated 0.5 librarians (meaning
two schools share a librarian), and schools with more than 250 students are allocated
one librarian. This recommendation reduces the number of librarians across the district
by about 40, for a cost savings of $3M.
143. In the staffing of school programs and the provision of services, principals will be
sensitive to the needs of under-achieving students.
144. In the area of compensation, the TPC recommends meeting the legal requirements
of Norris-Todd with respect to salary schedules by:
a. Not lowering the salary schedule of any individual who is in the same job position
after the merger as he or she was prior.
b. Establishing new salary schedules not lower than the highest individual component
salary (as of 2012-13) for all job positions in the third year after the merger.
c. Not increasing the salary schedules of employees who are paid on the lower
component salary schedule until the third year after the merger.
145. Re-negotiate with the health insurance administrator and/or seek bids for new
administration of the plan.
146. Work with its administrator to design a plan offering that:
a. Meets the state requirement of offering a plan equal or superior in value to the state
plan;
b. Meets the state requirement for cost-sharing (at least 35% paid by the district) to be
eligible for full BEP funding;
c. Includes a low-cost, high-deductible plan; and,
d. Does not offer any plans at a discount to their actuarial value.
147. Drop stop-loss insurance if further analysis of the claim costs of the merged
district shows this to be prudent.
148. Manage the district’s effective share of health insurance costs to the lower of the
prevailing district shares at the time of the merger or 63%, the current SCS district
share.
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149. Provide spouse coverage only for those spouses who are not eligible for their own
health insurance. Spouses eligible for their own coverage will be expected to provide
their own health insurance.
150. Conduct a dependent audit every four years to ensure that only those eligible for
district health insurance are receiving it.
151. Not have an individual mandate for health insurance for employees to be eligible
for Accident on the Job coverage.
152. Not subsidize Medigap for classified employees on a go-forward basis.
153. Harmonize covered and excluded items before the merger date.
154. Continue to offer dental and vision at a full pass-through to employees.
155. Offer all employees the option of participating in a flexible savings account.
156. Encourage all employees to fill out a health risk assessment to use to target
interventions by giving a discount to those who do and assessing a penalty to those who
do not.
157. The same provisions that apply to current employee health insurance are extended
to retirees.
158. Enable attendance zone conversions to allow new operators to participate in full or
partial conversions of existing attendance zones. This would necessitate extending the
ASD policy of allowing the conversion of attendance zones to all new operators.
159. Incentivize new operators to utilize existing facilities and participate in full or
partial school conversions where possible through financial incentives. The district
could provide free rent to incentivize new operators to choose to utilize district space
and implement a differentiated contribution to incentivize new operators to fully or
partially convert existing attendance zones (versus enrolling based on a lottery system).
The district can also encourage shared services in order to provide scale advantage to
both district and non-district operated schools. This would apply to splitting facilities
costs (e.g. utilities, custodial, maintenance), but could also extend to sharing roles
across two schools within one building (e.g. librarian, nurse, therapist).
160. Require all new operators to pay for full cost of services received (e.g. utilities,
transportation) including directly related overhead. A fee-for-service model will
include the cost of directly related overhead charged on a pro rata basis (e.g. per pupil,
per square foot).
161. Commit to aggressive cost management of staffing levels and school footprint.
This requires active management to maintain constant or near-constant staff-to-student
ratios as enrollment declines or shifts, aggressive sharing of school staff (between
grades, subjects, buildings), annual review of school and enrollment footprint to look
for consolidation opportunities, and aggressive management of the size of the central
office. Efforts will be made to make the center less vulnerable to volume shifts by
shifting some roles to serve groups of schools. This type of approach is used in Denver
Public Schools.
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162. Institute strict planning guidelines that require non-district operators to submit
target enrollment and service up-take within a pre-defined timeline to allow for proper
planning and budgeting. The district could consider charging a penalty for incorrect or
late estimates.
163. In order to identify additional efficiencies in the near and longer-term, the TPC
recommends the establishment of a district-led cross-functional working committee
supported by the Transition Office. The working committee will consist of the
Superintendent and Chief Academic Officer, individuals from key departments
(primarily Finance, HR, and Operations), and representatives from the County and the
business community. The working committee will identify any specific additional
initiatives in FY2014 and subsequent years to help address the deficit.
Recommendations coming from this committee will be a direct input into each year's
budget cycle.
164. An Operational Effectiveness Council will be established to provide ongoing
guidance on improving operations of the merged district on an on-going basis. This
Council should be established by December of 2013.
165. The Shelby County Board of Education will vigorously pursue additional sources
of City and local sources of funds and in-kind support not in the district's control
including:
a. City repayment of FY2009 judgment: $55M net amount due from legal ruling
regarding FY2009 maintenance of effort payment, to be strategically allocated (e.g.
approximately $11M per year over five years). The SCBE will aggressively pursue
legal action to resolve the dispute and collect the amount owed prior to FY2014.
b. City investment in education priorities: A contribution of $11M toward the TPC’s
recommended educational priorities is less than 17% of the annual pre-merger
maintenance of effort payments. The City has formed a committee to specifically
explore the City’s role in education and will be strongly encouraged to invest in the
identified priorities.
c. City provision of in-kind services: Estimated at $4M in cost savings in FY2014 if the
City continues to provide in-kind donation of water and security. The Board will
encourage Memphis Light, Gas, and Water and the Memphis Police Department to
continue their in-kind support post-merger.
d. Contributions from other operators: Estimated at $3M in additional revenue in
FY2014 from a differentiated contribution ranging from 0% to 7% from all other
operators in the. The Board will lobby the State for the legislative changes necessary to
implement this initiative, which includes allowing charter school attendance zones
(precedent exists with the ASD) and enforceable contribution requirements (similar to
other large urban school districts, e.g. Chicago, New York City).
166. The SCBE will then seek additional funding from the State. There are reforms
passed in the State BEP 2.0 formula that are pending funding for full implementation.
Some of these reforms, including an increase in the State share for instructional
components in the formula from 70% to 75%, could yield as much as $30M in
incremental revenue. Additionally, the State may provide transitional funding for
consolidation (similar to what was suggested in TCA § 49-2-1262).
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167. The SCBE will then set a $15M target for additional district efficiencies that do
not increase student-teacher ratios or otherwise impact the classroom. The district-led
cross-functional working committee will create the specific plan to meet the $15M
efficiency target. This plan must be completed in the Fall of 2012 as an input into the
FY2013 budget preparation process. Illustrative efficiencies that could be explored by
the committee include: removal of any vacant positions, efficiencies in part-time staff,
standardizing titles, consolidating warehouse space, selling surplus property (one-time
impact).
168. If there is still a remaining budget deficit at this point, the SCBE will request
increased local funding from the County either through a reallocation of funds from
within the County budget and/or through implementing a tax increase.
169. The TPC recommends that all operators (e.g. district, charter schools, ASD)
receive state and local funds in the same timeframe, whether on the current staggered
district payment schedule or on a revised payment schedule that more closely matches
how charter schools currently receive funds.
170. The TPC recommends harmonizing differences in accounting policies and
practices post merger, including: Cash and equivalents – MCS currently maintains an
amount of current cash and equivalents sufficient to meet accounts payable and accrued
liabilities obligations, whereas SCS is dependent on future receipts and investments to
meet such obligations • Investments – MCS manages its own investments, whereas
SCS operates under an investment agreement with the County Trustee. Due from other
governments – grant reimbursement lag times in both districts range from 10 days to 45
days depending on the efficiency of processing grant applications. Capital assets –
although both districts use the straight-line method of depreciation, policies related to
useful life may differ across similar asset categories, as may practices related to
inventorying, cataloguing, and selling idle assets. Accounts payable – MCS currently
does not accrue payables for the utilities and payroll currently received in-kind from
the City of Memphis (e.g. water from MGL&W, security from Memphis Police
Department); if these in kind services are discontinued, the merged SCS will need to
accrue the appropriate payables. Long term liabilities – primarily consist of Other PostEmployment Benefits.
171. The TPC recommends that merged SCS use the pay-as-you-go method. The payas-you-go method, used by most state governments as well as other large urban school
districts, is recommended primarily because of the district’s lack of funding and fund
balance and because it allows for greater contributions towards annual OPEB
expenditures.
172. The TPC further recommends that a policy be implemented for equitably
allocating OPEB costs across multiple operators in the district. Specifically, it is
recommended that each operator be responsible for the OPEB liability related to his or
her employees. The district will continue paying all of the costs of benefits of existing
retirees. Active employees who switch between operators (e.g. transfer to ASD) during
the merger will voluntarily exit district employment, be hired as a new employee of the
other operator, and thus, be treated as the responsibility of their employer upon
retirement from the system.
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Appendix B
Interview Guide
David: First, I want to thank you for taking the time to speak with me about your time
with the Transition Steering Committee – I’ll call it the TSC throughout the interview.
I’m going to ask that you recall times when we served on the TSC together, especially the
discussions we had and the recommendations we made.
1. To start things off, I would like to know your thoughts about serving on the TSC
– tell me anything that comes to mind.
2. In your own words, what do you think was the purpose of the TSC?
3. Tell me what you believe about the process developed to create the TSC?
Probes:
A. Do you think the process was fair?
B. Do you think there would have been a better way to develop the TSC?
4. Tell me what you believe about the procedures the TSC followed to guide the
merger?
Probes:
C. What do you remember about how the TSC did its work?
D. Was the process of discussion, recommendation, presentation, resolution, and
implementation followed?
E. What letter grade (A, B, C, D, F) would you give the TSC’s procedures and
why?
5. If you could change anything the TSC did what would those changes be?
Probes:
A. Would you change anything with the process that oversaw the TSC
B. Would you change anything with the procedures developed by the TSC?
C. Would you change the framework or context that the TSC was working in?
6. In an environment that could become an “SCS vs. MCS” situation, what is the
best way to leave your district perspective at the door and create a vision for a
new district?
Probes:
A. How did you prevent the meetings from becoming adversarial?
B. And if they did how did you handle the situation?
C. How did you handle it when the two cultures clashed? Such as when someone
wanted to keep a program or process that was important to him or her but others
felt their process was better?
D. How did trust play into the TSC process?
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7. What role did consultants play in the TSC process and were they effective? Why
or why not?
Probes:
A. Could the TSC been more or less effective without consultants?
B. Did they bring value to the process?
C. Was the number of consulting groups appropriate?
8. What was the biggest positive about the TSC for you? The biggest negative?
9. If two districts were going through a merger, what recommendations would you
give them?
10. Would you be a member of the TSC if asked again? Why or why not?
11. Anything you want to add?
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Appendix C
TSC Initiative Template
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Appendix D
TSC Documents
Document)
Category%
TSC%Meeting%
Agendas%
%
%
%
TSC%Minutes%
Budget/%Staffing%%

External%Support/%
Consultants%

TSC%Calendars%

Number)of)
)
Documents%
Description%
68%
The%TSC%chairman%developed%an%agenda%
for%each%meeting%with%input%from%TSC%
members.%This%includes%TSC%meetings,%
TAC%meetings%and%weekly%meetings%with%
TSC%and%superintendents%
68%
A%written%record%of%each%TSC%meeting.%%%
24%
Budget%presentations%to%district%staff,%
combined%SCS%Board,%and%County%
Commission.%Q%&%A%documents%regarding%
the%combined%budget.%%%Budget%Surveys%to%
key%stakeholders.%Budget%development%
documents.%Central%office%design%%
and%staffing%recommendations%
documents.%Department%budget%
documents.%Compensation%documents.%
Superintendent’s%organizational%charts.%
Central%office%design%recommendations.%
29%
Request%for%proposal%for%consultant%
services.%List%of%possible%vendors%to%
provide%consulting%services.%BCG’s%fee%
structure%and%proposed%scope%of%work.%
Letters%requesting%support%from%
community%partners.%External%support%
documents%outlining%what%the%TSC%is%
requesting%and%how%the%support%would%be%
funded.%Documents%describing%the%phases%
of%support%and%work%completed%timelines.%
Grant%applications%for%external%support.%%%
55%
A%monthly%calendar%with%all%TSC%meeting%
dates,%material%to%be%covered,%and%
timelines%for%completion.%Calendars%were%
updated%after%each%meeting%to%reflect%what%
was%accomplished%and%what%needed%to%be%
adjusted%on%the%calendar.%These%calendars%
were%used%to%keep%the%TSC%on%track.%%%
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TPC%%
Recommendations%

28%

TSC%Leaders%Task%

41%

Board%Documents%

15%

A%progress%tracker%document%was%created%
that%listed%each%of%the%172%TPC%
recommendations.%The%tracker%included%%%%%
the%TSC%Working%Group%assigned%the%
recommendation,%the%TSC’s%recommendE
ation%regarding%the%TPC’s%recommendation,%
date%presented%to%board,%name%of%Initiative%
Lead%and%owners,%focus%of%recommendation,%%
ease%of%implementation,%impact%on%student%
learning,%cost,%board%comments%and%staff%
comments.%A%color%coded%system%was%
developed:%%green%represented%completed,%
yellow%in%progress,%blue%the%initiative%had%
been%addressed%and%purple%not%accepted.%%
The%progress%tracker%was%updated%as%
recommendations%were%vetted%and%
presented%to%the%board.%
The%leader%task%document%was%a%template%
that%listed%the%TPC%recommendation,%the%
TSC’s%recommendation,%when%the%
recommendation%would%be%presented%to%%
the%board%and%who%were%the%leads%for%each%
department.%A%task%document%was%%
prepared%for%each%Initiative%Lead%as%a%%
means%to%provide%a%process%of%keeping%the%
work%moving%and%tracking%the%specific%
recommendations%%
Mission,%vision,%and%core%beliefs%of%the%%
unified%SCS%Board.%Board%presentations%
reporting%the%progress%that%the%TSC%was%
making%on%merging%the%two%districts.%%
Critical%policies%timeline%showing%the%board%
what%polices%needed%to%be%addressed%and%
when.%Transition%Advisory%Council%(TAC)%
presentations.%Draft%board%resolutions%and%
district%calendar%surveys.%Draft%
memorandum%of%understanding%between%%
the%SCS%board%and%the%Shelby%County%
Education%Foundation.%Memphis%Education%
Associations%analysis%of%the%TPC%
recommendations.%Board%budget%
presentation%to%the%Shelby%County%
Commission.%
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TSC%Updates%

30%

Legal%%

8%

TSC%%
(Miscellaneous)%%

12%

A%weekly%update%that%was%developed%by%the%
TSC%and%sent%to%all%employees%of%MCS%and%
SCS%to%keep%them%informed%of%the%work%of%%
the%TSC.%Each%update%reviewed%“what%
happened%last%week”%and%“what’s%coming%%
up%this%week.”%
Documents%that%dealt%with%the%legal%issues%
that%had%to%be%addressed%such%as%setting%
effective%date%of%merger,%determining%
seniority%rights%of%teachers,%process%of%
transferring%MCS%employees%to%SCS,%%
transfer%of%assets%and%liabilities.%
Structured%SWOT%analysis%protocol%
documents,%rigorEtesting%documents%used%%
to%help%track%all%initiatives.%TSC%initiative%
template%used%by%Working%Groups%to%track%
their%work.%TSC%status%report%documents%
used%by%the%TSC%to%report%the%status%of%the%
work.%Communication%work%plan%for%the%%
TSC%
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Appendix E
IRB Approval

From: "Beverly Jacobik (bjacobik)" <bjacobik@memphis.edu> on behalf of Institutional
Review Board <irb@memphis.edu> Date: Tuesday, October 21, 2014 at 2:13 PM
To: David Stephens <david.stephens@bartlettschools.org>, Reginald Green
<rlgreen1@memphis.edu>
Subject: IRB Approval 3432
Hello,
The University of Memphis Institutional Review Board, FWA00006815, has reviewed
and approved your submission in accordance with all applicable statuses and regulations
as well as ethical principles.
PI NAME: David Stephens
CO-PI:
PROJECT TITLE: An Autoethnographic Study of the Purpose, Process, and
Procedures
Use by the Transition Steering Committee to Implement the Report of the Transition
Planning Commission to Merge the Memphis City Schools and Shelby County Schools
FACULTY ADVISOR NAME (if applicable): Reginald Green
IRB ID: #3432
APPROVAL DATE: 10/3/2014
EXPIRATION DATE: 10/3/2015
LEVEL OF REVIEW: Expedited
Please Note: Modifications do not extend the expiration of the original approval
Approval of this project is given with the following obligations:
1. If this IRB approval has an expiration date, an approved renewal must be in
effect to continue the project prior to that date. If approval is not obtained, the
human consent form(s) and recruiting material(s) are no longer valid and any
research activities involving human subjects must stop.
2. When the project is finished or terminated, a completion form must be completed
and sent to the board.
3. No change may be made in the approved protocol without prior board approval,
whether the approved protocol was reviewed at the Exempt, Exedited or Full Board
level.
4. Exempt approval are considered to have no expiration date and no further review
is necessary unless the protocol needs modification.
Approval of this project is given with the following special obligations:
Thank you,
James P. Whelan, Ph.D.
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Appendix F
Consent to Participate
!

Consent to Participate in a Research Study

An Autoethnographic Study of the Purpose, Process, and Procedures
Use by the Transition Steering Committee to Implement the Report of the Transition
Planning Commission to Merge the Memphis City Schools and Shelby County
Schools

WHY ARE YOU BEING INVITED TO TAKE PART IN THIS RESEARCH?
You are being invited to take part in a research study about your role on the Transition Steering Committee. You
are being invited to take part in this research study because you were a member of the Transition Steering
Committee. If you volunteer to take part in this study, you will be one of about six people participating in the
study.
WHO IS DOING THE STUDY?
The person in charge of this study is David Stephens graduate student in the University of Memphis Department of
Leadership He is being guided in this research by Dr. Reginald Green Professor and advisor in the Department
of Leadership at the University of Memphis.
WHAT IS THE PURPOSE OF THIS STUDY?
The purpose of the descriptive qualitative study is to describe the TSC’s purpose, process and procedures
implemented to merge the Memphis City Schools with the Shelby County Schools from August 2012 until August
2013. Personal reflections, interviews of TSC members and personal notes are used to describe the process that
was used to merge the two school systems. The purpose, process and procedures used to merge the two
districts will be the focus of this study. By conducting this study, the researcher hopes to acquire information
regarding effective practices to merge two school districts.
ARE THERE REASONS WHY YOU SHOULD NOT TAKE PART IN THIS STUDY?
There are no reasons that you should not take part in this study
WHERE IS THE STUDY GOING TO TAKE PLACE AND HOW LONG WILL IT LAST?
The research procedures will be conducted at a predetermined location agreed upon by the talking to the
participants of the Transition Steering Committee. There will be one interview session and the time required will
be approximately 1 hour.
WHAT WILL YOU BE ASKED TO DO?
As a participant of this study, you will be asked a series of questions regarding your experiences as a member of
the Transition Steering Committee. This will take approximately one hour and will only require one interview
session.
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WHAT ARE THE POSSIBLE RISKS AND DISCOMFORTS?
To the best of my knowledge, the things you will be doing have no more risk of harm than you would experience
in everyday life. The research does not involve any procedures that could cause possible physical harm. You will
not be asked any questions during the interview that will be upsetting or stressful.
WILL YOU BENEFIT FROM TAKING PART IN THIS STUDY?
You will not get any personal benefit from taking part in this study.
DO YOU HAVE TO TAKE PART IN THE STUDY?
If you decide to take part in the study, it should be because you really want to volunteer. You will not lose any
benefits or rights you would normally have if you choose not to volunteer. You can stop at any time during the
study and still keep the benefits and rights you had before volunteering

IF YOU DON’T WANT TO TAKE PART IN THE STUDY, ARE THERE OTHER CHOICES?
If you do not want to be in the study, there are no other choices except not to take part in the study.

WHAT WILL IT COST YOU TO PARTICIPATE?
There are no costs associated with taking part in the study.
WILL YOU RECEIVE ANY REWARDS FOR TAKING PART IN THIS STUDY?
You will not receive any rewards or payment for taking part in the study.

WHO WILL SEE THE INFORMATION THAT YOU GIVE?
We will make every effort to keep private all research records that identify you to the extent allowed by law.
Your information will be combined with information from other people taking part in the study. When we write
about the study to share it with other researchers, we will write about the combined information we have gathered.
You will not be personally identified in these written materials. We may publish the results of this study; however,
we will keep your name and other identifying information private.
Every effort will be made to prevent anyone who is not on the research team from knowing that you gave
information from the critical incident report and interviews. All written documents and electronic information
related to this research will remain secure, and only accessible to the researcher and his advisor. The hard
copies of the interview notes and all transcripts will be locked in the researcher’s office in a secure file cabinet
and will be destroyed at the end of the research project. All electronic files will be password protected and will
be destroyed at the end of the research project. We will keep private all research records that identify you to
the extent allowed by law.
CAN YOUR TAKING PART IN THE STUDY END EARLY?
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If you decide to take part in the study you still have the right to decide at any time that you no longer want to
continue. You will not be treated differently if you decide to stop taking part in the study.
ARE YOU PARTICIPATING OR CAN YOU PARTICIPATE IN ANOTHER RESEARCH STUDY AT THE SAME
TIME AS PARTICIPATING IN THIS ONE?
You may take part in this study if you are currently involved in another research study. It is important to let the investigator
know if you are in another research study. You should also discuss with the investigator before you agree to participate in
another research study while you are enrolled in this study.
WHAT IF YOU HAVE QUESTIONS, SUGGESTIONS, CONCERNS, OR COMPLAINTS?
Before you decide whether to accept this invitation to take part in the study, please ask any questions that might
come to mind now. Later, if you have questions, suggestions, concerns, or complaints about the study, you can
contact the investigator, David Stephens at 901-833-6556. If you have any questions about your rights as a
volunteer in this research, contact the Institutional Review Board staff at the University of Memphis at 901-6782705. We will give you a signed copy of this consent form to take with you.
WHAT IF NEW INFORMATION IS LEARNED DURING THE STUDY THAT MIGHT AFFECT YOUR DECISION
TO PARTICIPATE?
If the researcher learns of new information in regards to this study, and it might change your willingness to stay in this study,
the information will be provided to you. You may also be asked to sign a new informed consent form if the information is
provided to you after you have joined the study.
What happens to my privacy if I am interviewed?
Your privacy will be protected at all times. Your real name will not be used in the study at any time and a
pseudonym (false name) will be assigned to each participant by the researcher.

Signature of person agreeing to take part in the study

Date

Printed name of person agreeing to take part in the study

Name of [authorized] person obtaining informed consent
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